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A PROPOSAL POR THE USE OF INTERVIFWING IN THE 
HANDLING OF GRIEVANCES PY DIVISION OFFIC: RS 
OP THE UNITED STATES NAVY, BASED ON 
INDUSTRIAL APPLICATIONS 


CHAPTER I 


INTRODUCTION 

Background 

The importance of interviewing in the field of 
grievance mattere and procedures cannot be stressed too 
strongly. Interviewing techniques, when properly applied 
ang used, have proved to be preat helps in getting at the 
cause and bases of both expressed and implied troubles and 
dissatisfactions. Labor relations, which include not only 
those situations in which there is no conflict, but also 
ineludes those areas in which there ia disagreement has 
both industrial and military applications. A grievance 
is usually considered to be a situation in which the em- 
ployee is dissatisfied with relations with mena gement. * 

in the military, the responsibility for satisfactory 
labor relations is a line responsibility. As will be shown 
later, the division officer is cherged with this responsi- 
bility by the United States Navy Regulations 19186. The 


responsibility for satisfactory labor relationes in an indus- 


Hichael J. Jucius, Personnel Management, Chicago: 
Richard D. Irwin, 1951, p. ۰ 





trial concern is both a line and a staff function.” 

The foreman in industry is usually the person most 
closely associated with the worker, and, being in this 
position, is management's closest contact with the worker's 
actions, beliefs, and attitudes. In most instances, standard 
procedure 1s for the worker to first present his grievance 
to his immediate supervisor. It is at this point, the first 
level in supervision, that attempts are being made to handle 
grievances so that they will not become added tasks for high- 
er management. Similarly, in the Navy, the division officer 
is the commissioned officer most closely associated with the 
men in his division. It is his responsibility to handle the 
grievances of his men, and recommend disciplinary action 
should circumstances warrant such action.” 

Before proceeding further, two definitions will be 
offered so the supervisor's and division officer's duties 
and responsibilities can be clarified. The word foreman 
and supervisor are used interchangeably in industry, and 
will be similarly used in this paper. ‘The definition for 
supervisor and foreman will be that set forth by the Manage- 


ment Labor Relations Act of 1947 as contained in section 2 
سا‎ 


Loc. cit. 
? United States Navy Helations 1948, Washington: 
— States Government Printing Office, 19148, article 
1043. 





(11) a. which states: 


ee any individual having authority, in the 
interest of the employer to hire, transfer, 
lay off, recall, promote, discharge, assign, 
reward or discipline other employees, or 
responsibility to direct them, or adjust 
their grievances, or effectively recommend 
such action if in connection with the fore- 
going exercise of such authority is not 
merely routine or clerical nature but re- 
quires the use of independent judgement. 


The definition of division officer will be that con- 
tained in the Navy Regulations which states; 


1043 Definition 

A division officer, within the meaning 
of these regulations, is one regularly 
assigned by the commanding officer to 
command a division of tne ship's organiza- 
tion. 


10l 4, Responsibilities and Duties 

l. A division officer s:all be responsible, 
under the head of hís department, for the 
proper performance of the duties assigned 
his division, and for the conduct and appear- 
ance of his subordinates, in accordance with 
the regulations of his Commanáling Officer or 
other Superiors. He shell keep nimself ine 
formed of the capabilities and the needs of 
his subordinstes and, within the limits of 
his authority, he shall take such action as 
may be necessary for the efficiency of his 
division and the welfare and morale of his 
subordinates. He shall train nis subordin- 
ates in their duties and tne duties to which 
they may succeed, and shall urge them to 
qualify for advancement and improve their 
education. ie shall supress any improper 
or unseemly noise or disturbance, and shall 
report to the Executive Officer all infractions 
of regulations, orders, and instructions which 
are deserving Of disciplinary action. 


ibid 


—— — — 
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To further clsrify, the term divislon officer refers 
to a regularly commissioned officer in chsrze of a group of 
non-commissioned men. Ey way of example, if he were the 
Airframes Officer of an Aireraft Squadron, he would heve 
under his command a group of structural mechanics (metal 
smiths) and would have the responsibility of planning, or- 
ganizing, and controlling their work. His job would be 
administrative in nature, and ne would not, under ordinary 
circumstances, be required to actually perform manual tasks, 
using the tools and machines common to the metal smith 
trado. He would be assisted by a leading petty officer who 
would help in the administrative tasks, but who would also 
be one of the work croup being technically qualified and 
proficient in the skills required by the trade. 

The situation in industry is similar. The supervis- 
or's task, Cor the most part is administrative in nature, 
and he is charged with the planning, organizing, and cone 
trolling the efforts of those assigned to work for him. 

He is assisted, in many cases, by a group leader who helps 
with the acministrative tasks, and who, like the leading 
petty officer, ia also a member of the manual work group. 
The position and responsibility of the supervisor and the 
division officer will be discussed at greater length in 


later chapters. 
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Bingham and Moore,” in their writings, have defined 
an interview as follows. It is any conversation "directed 
to a definite purpose other than the satisfaction of the | 
conversation itself." This is not the only condition to be 
met by the process as there must be give and take between 
the participants. There are other indications such as 
facial expressions, gestures, and general behavior which 
supplement what is said. All the items mentioned contribute 
to the purposeful exchange of meanings, which is the inter- 
view. 

This study is not intended to be a comprehensive one 
of all the factors involved in labor relations as related 
to the supervisor and his counterpart in the military, the 
division officer. Grievances have been selected and the 
part that interviewing techniques can play in getting at 
the facts, so that satisfactory relations may be maintained 
and areas of conflict determined enabling corrective action 
to be taken. There is a striking similarity in the position 
of the supervisor and the division officer in many respects, 
as has been pointed out. It is expected that the informa- 
tion gathered and the proposals set forth in this study will 
prove to be of benefit to both industry and the military. 


A vetter understanding of the part that interviewing can 





Walter Van Dyke Bingham and Bruce Victor Moore, 
How To Interview, New York: Harper & brothers, 1941, p. l. 
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play in the establishment of good and happy relations for 
the individual in his working situation may be gained. it 
is not expected that the study will be conclusive in itself, 
but it is hoped that it will form the basis for further 


studies in this area. 


Data aná Sources of Study 





Much of the information gathered is based on the work 
of authorities in the fields of industrial and personnel 
management. Most of the source material was gathered from 
the libraries on the campus of The Ohio ‘tate University, 
Columbus, Ohio. Additional material was obtained from the 
library of the bureau of Business Research, The Ohio State 
University, Columbus, Ohio. Four field trips were token, 
three to the Bureau of Naval Personnel, Washington, D.C., 
and the fourth was a tour of Naval installations at Memphis, 
Great Lakes and Glen View. The tour of the naval activities 
was made primarily to gather information for study while 
at The Uhio State University, and during this trip many 
opportunities were made available to the group to atudy 
naval personnel practices. Some of the information for the 
military phase is based on the author's eisht years exper- 
tence as a naval officer. Other date were gathered from 
current military publications and manuals. 


Three trips were made to various manufacturing con- 
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cerns located here in Columbus, Ohio., The concerns visited 
were Ranco, Timken, and the North American Plant. Much 
information was gathered by talkin; to the personnel direct- 
ors for Timken and Ranco, while the labor relation section 
at North American furnished valuable information concerning 


the problem, 
Limitations of the Study 


It is not the purpose of this study to set up a train- 
ing program whereby an attempt would be made to make a 
clinical psychologist of either the division officer or the 
supervisor. either is it the purpose of this study to 
determine the methods to be usec in putting the proposal 
into effect. The contention 1s this - there are principles 
and conditions that exist in the field of interviewing that 
could be taught to the division officer and the supervisor 
which would aid them in getting at the problems of their 
subordinates so that corrective action might be taken. As 
set forth by Priffner, there ia an area of practical 
psychology that is practiced intuitively by persons having 
food human relations which could possibly be taught to 
supervisors anc division officers. The proposition in- 
volves three divisions; firstly, supervisors can te trained 
to recognize the symptome leading to problem cases, second- 


ly, that they can be trained to conduct elementary interviews, 


T 
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and lestly, that they could be tawht when to call in end 
how to coopera te with a professional elinteian." The area 
with which this study will be concerned is that of the 
elementary interview and the proposal for its use by the 
supervisor and the division officer in the handling of 
grievance matters. 

the study is limited to a consideration of the part 
that the supervisor plays in the first step of the grievance 


procedure in both unionized and non-unlonized industry. 


Order of Presentation 


Chapter iI will be a discussion of the grievance, its 
definition, what are some of its effects, what are some of 
its symptoms, and so forth. Chapter III will be a dis- 
cussion of the present status of prievance handling in in- 
dustry and in the Navy, considering only the first phase of 
the procedure. Chapter IV will be a diacussion of inter- 
viewing and its application to the troubled area. Chapter 
V will discuss the idea that there are conditions and vrine 
ciples existing in interviewing techniques which can be 
taught division officers that will aid them ln working with 


their subordinates, and in handling their grievances. 
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John M. Pfiffner, The Supervision of Personnel, New 
York: Prentice-Hall, Inc., 1951, p. 327» 
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CHAPTER II 
HE MATURE AMD IMPORTANCE OP GRIEVANCES 
introduction 


Grievancee have become a very important issue in the 
field of personnel management in the past few years. 
Grievances nave become so important in unionized industry, 
that those matters which have formed the basis for common 
or repeated complaints have been apelled out in great detail 
ln the negotiated contracts. in fact, one authority states 
that union contracts now bulge at the seams with details 
for formalized grievance 11 Lester estimates that 
there are over 100,000 labor-management agreements signed 
each year and that the number of grievances settled under 
the provisions of the contracts probably exceeds one million. 
In the year 1940, under the contract between Ceneral Motors 
Corporation and the United Automobile, Alrcrecst, and Agri- 
cultural implement Workers, (Ci0) more than 35,000 griev- 
ances were filed by the workers - an average of about one 


grievance per each eight eopuapete.” 


— — 


John M. Pfiffner, The Supervision of Personnel, 
Rew York: Prentice-Hall Inc., 1951, p. 564. 

Richard A. Lester, Labor and industrial lielations, 
Hew York: The Mac¥illan Company, 1951, p. i51. 
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In the military too, the recognition of grievances has 
proved to be of the same importance that it has in industry. 
Although in the military there are no contracts in which 
specifie grievances are listed, dissatisfactions can cause 
the same results as they do in organized industry. For the 
most part, the ensuing discussion will deal with grievances 
in industrial situations. It is hoped to give the reader a 
good picture of the industrial case, and then in the latter 
stages of the discussion relate ita similarity and importe 
ance to the military. Grievances arise in all working situa- 
tions, and if the reader understands the application in one 
situation it is easily transferred to another. 

The increased thought given to grievances and the de- 
Sirability of opening formal channels for their discuasion 
has brought about the shop steward system as it now exists 
in unionized industry. In the shop steward plan, an employee 
of the company, by stipulation in the union contract, is 
permitted to epend part of his working houra conducting 
union business. Frequently the contract states that the 
employee may carry on this union business during specified 
times of the work period without deductions being taken 
from his pay check.” 

Diesatisfactions felt by the employee about the 


company, if they were made known to management, would prob- 


| P 


fiffner, op. cit., p. 56h. 
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ably be the most significant single index of stability. 
This statement indicates the importance of management's 
knowledge of existing digssatisfactions in the labor force. 
When complaints are brought out into the cpen, then they can 
be the basis for corrective action which will eliminate the 
source of irritation. Removing the irritation builds up 

the employee's confidence in the company, increases the 
morale of the work force, and tends to increase the effi- 
clency of the laborers. 

If one were to attempt to solve the problem by 
scientific methods, then the following steps ez recommended 
by Jucius are appropriate. This approach, a quasi-scientif- 
fe one, involves six steps which sre listed as follows: 

(1) a careful statement of the problem, (2) establishing a 
working hypothesis, (5) collecting deta, (1) reaching a 
tentative solution, (5) checking the solution, and (6) 
applying the solution.? Here again the necessity of knowing 
the problem is of creat importance. Employing the scien- 
tific method you have to have a statement of the problem 
vefore you can attempt to arrive at the solution. Unless 
the problem is known, the solution cannot be found, and 

Paul Pigors aná Charles A. Myers, Personnel Adminis- 
tration, A Point of View and a Method, New York: NcGraw—-1iL 
Book Company, 1947, p. 108.  — " 


Michael J. Jucitus, Personnel Yenazement, Chicago: 
Richard D. Irwin, Inc., 1951, p. 13. 
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15 
Definition of Grievance 


If prievances have become so important, then what are 
they? One of the authorities in the field of personnel 
management has defined grievances as follows: 


It means any discontent or dissatisfaction, 
whether expressed or not and whether valid 
or not, arising out of anything connected 
with the company that the employee thinks, 
believes, or even 'feels'! is unfair, unjust, 
or inequitable. 





The above definition is very broad in scope. It does, how- 
ever, limit the grievance to the company, its policies, and 
actions. If it were possible for the worker to come to 
work with his mind free from all his associations - such as 
those pertaining to hie cultural beliefs, his inherited 
traditions, his fears, his hopes, and his aspirations, then 
the author would accept the above definition. It does not 
appear possible to separate those items mentioned from 
those items that would be asaociated solely with the work 
environment. In order to limit the grievance solely to 
discontent with the company, there would have to be what 
one authority calls two types of grievances; first, those 
that are personal in nature; and second, those which he 
terms "pure" grievances and are only associated with the job. 
It appears that such a dichotomy does not exist. Such disg- 


T Jucius, op cit., p. 13. 
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management is nelpless to take corrective action. 

How can management get these facts? Wnen the worker 
has a grievance, he should have meane at hand which will 
provide him with a channel of communications to manacement. 
One writer states the importance of comaunications in 
grievance as follows: 

Human relations can only be as sound as the 

personal communication existing in the company. 

When personal coemsunications break down, the 

game results occur as when national communi- 

cations are impaired. Things stop goving; 

confusion exists; rumor flourishes. 

The importance of communications in the field of grievances 
cannot be overstressed. When management becomes aware of 
the trouble, then it can take corrective action, thereby 
increasing the stability of the company. 

The position of the civision officer and the super- 
visor in the area of grievance handling should never be 
under estimated. Here is labor's closest and nearest cone 
tact with management. It is the purpose of this study to 
investigate interviewing rae a technique employable for the 
grlevanee problem. It is hoped that interviewing will pro- 
vide the supervisor and the division officer with a method 
for determining the facts in the grievance problem so that 
appropriate action can be taken. 

— — 


“when Foreman Deals vith The Worker," Factory Manage- 
ment and Maintenance, March, 1916, p. 115. 
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satisfactions do not appear as separate entities, anc 48 ے۵‎ 
of their interaction, would be impossible to separate - 
each other. These dissatisfactions are evidenced as emo- 
tions and attitudes, aná, as such, their seperation woulc be 
extremely difficult, if not impossible. If management's 
policy were to handle only those grievances that sre limited 
to company pelicy, actions, and associations, how then would 
they set up a policy that would distinguish personal griev- 
ances from those grievances thet were purely job associated? © 

Winston's Simplified Dictionary defines a grievance 
as follows; 

ese l. å sense of wrong or oppression; 2, a 

just or supposed ground of complaint; a cause 

for annoyance; obs., 1, suffering; grief; 2, 

angers; displeasure; .... 

Part two of the definition best fits the purpose of this 
study; however, it is not ¿etailed enough to give the clear 
understanding necessary. 

There are wide variations in the field of personnel 
management to the definition of grievance. The following 
definitions will serve to show some of the variations. 

Smith, in his article, defined a crievance as follows :? 

A grievance is an acet, occurrence, or an 

attitude, either expressed or implied re- 

sulting in a real or imagined feeling of 


injustice, of having been oppressed or 
injured. 





" P. C. Smith, "Shope Grievances - The Human Approach," 
Personnel Journal, September 1, 1947, pp. 95-102. 


7 Smith, Loid., Pe 95. 
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Pigors and Myers considered a grievance in this panner: TU 


A grievance is a complaint that has been ignored, 

overridden, or in. the employee's mind otherwise 

dismis:ed without due consideration. 
The above definitions were taken from the writings of per- 
sons recognized in the field of personnel management. There 
are other definitions of grievances. Tne following is a 
compliation made by the United States Department of Labor 
of the various definitions given to the word grievance by 
labor-management contracts. The list is not complete, and 


— 
م م — — — 


a broader understanding of the implication of the meaning of 
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grievancé. The usual form of the definition limits the use 
of grievance procedures to either (1) matters under agree- 
ment, (2) matters of interpretation or application of the 
agreement, or (3) metters of wages, hours or working con- 
ditions, or any combination of the three. Some of the econ- 
tracts make no attempt to define grievance at all, but still 
discuss the matter in which they should be handled. 
Grievances have usually been limited to the interpre- 
tation and application of the contract. in some contracts, 
it is expressly stated that changes in the contract are not 
subject to grievance procedures, that grievance procedures 
apply solely to those matters arising within the framework 


of the contract. Listed below are some of the definitions 


10 


Pigors and Myers, op. cit., p. 107. 
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of grievances contained in labor-management agreements. 


1. Any dispute, disagreement, or difference 
arising between any employee or the union 
and the company may be inter;retated as a 
griev&nce. 


2. Àny dispute as to the meaning or applica- 
tion of this agreement shall constitute a 
erie vance. 
5. A grievance is defined to be any controversy, 
dispute or difference between the company 
and the union involving hours of labor, 
wages, and working conditions, 
l. Any employee who hes a complaint may discuss 
the alleged complaint with hie foreman in an 
attempt to settle it. Any complaint not so 
settled shall constitute a grievance within 
the meaning er this article, ‘Adjustment of 
ürievances', 1i 
As seen from the above definitions, the definition of rriev- 
ance can cover a wide assortment of sins. For example, the 
first definition applies to any dispute between the company 
and employee or union, while the second definition confines 
grievances to only those areas that involve application of 
the contract. The third definition is very narrow in scope, 
and limits the grievance to very objectively measured items 
such as wages, hours, and working conditions. The last 
definition gives the foreman a chance te settle the dispute, 


and should he fail in this effort, then the matter becomes 


1 
Collective Bargaining Provisions, Grievance aná 
Arbitration Provisions, Bulletin ho. 905-16, United States 
Department of Labor, washington: United States Government 
Printing Office, 1950, p. 8. 
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material for the grievance machinery. 

From the preceding discussion and consideration of the 
various definitions presented, € following is offered as 
the definition of grievance. 

A grievance is any complaint, discontent, or 

Gissatisfaction, whether or not expressed and 

whether or not valid, that the employee thinks 

or belicves is unfair, unjust, or 0٘ 
The definition is very similar to that presented by Juetus, 
but has been widened in scope. Tne above definition does not 
limit the source of the trouble to the confines of the company. 

in order to recognize the true significance of the 
definition, lt would be a good idea to break it down and 
analyze its component parts. Jucius states that in 6818 088 - 
ing grievances, the talk can center about two things. (First 
of all it is possible to talk about the results of the —— 
ance, and secondly, it is possible to talk about the things 
that caused the grievance. Take, for example, the hypotheti- 
eal case of Tom Smith who failed to be promoted to supervisor 
the last time advancements were made. Now, if Tom is dis- 
satisfied btecense hz sas not promote to supervisor, his 
problem can be discussed in tne ensuing manner. One person 
might call the grievance Smith's failure to be promoted, 
Walle a second person might call the grievance Sulth's dis- 


satisfied attitude. Both people are discussing the same 
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items and, as these items relate to the same circumstances, 
they must go tocether. Had not Smith complained about 
failing to get the promotion, then there would not have been 
a grievance. But when the attitude and the trouble are com- 
bined, then_the resulting mixture is a grievance. This is 





assuming, aa Jucius probably would do, that the grievance will 
have some bad effect on the company in that it will result 


in a lowering of morale, and a lowering of the efficiency 


of the work force, 


Secondly, the source of the grievance is not limited 
to the company boundaries. Ina military situation, the 
source of the complalnt cannot be limited to the area of 
the command. It must be remembered that in the military 
situation, the enlisted man isa with you for the duration 
of his enlistment. On foreign stations, or aboard ships, 
where the men are away from their families, the absence 
alone will create many personnel problems. ‘The division 
officer many times has to assume the role of father con- 
fessor, giving advice and aid to the enlisted man. In most 
problems involving family relationships, the standard pro- 
cedure is for the division officer to refer the man to the 
chaplain. Even tough the man is referred to the chaplain, 


the effects of the grievance are still present until the 


cause has been removed. fiere again, the indications of 


Jucius, op. cit., p. 430. 
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the grievance are los morale, low efficiency, anc_poor 
quality work output. Although the correction of those con- 
ditions which brought about the grievance may not be the 
concern of the division officer, it is up to him to see 
that the sailor ie referred to the chaplain where efforts 
will be made to correct conditions which are causing the 
difficulty. Such effort could be in the form of advice, a 
recommendation for leave (vacation), or s recommended trans- 
fer to a more favorable location. 

in the industrial situation, grievance ecrising fror 
conditions not uncer the control of the company would also 
have to be considered. No matter whet the source of the 
trouble may be, the symptome will always te the same. Any 
time that there are indications of low morale, poor quality 
of work, a lowering of efficiency, and « loss of productive 
capacity, management will be concerned,  Xenegement has s 


choice of two courses of action. First, it can ignore the 
= 


— tà 





complaint; or secondly, it can do something to overcome 

the difficulty. When the trouble is outside the control of 
the company, then management can refer the men to a clini- 
eal specialist in hopes thet he can clear up the difficulty. 
The clinician may be able to save the man and save the 
company the expense of training someone to take his place. 
If the problem cannot be solved, then management will have 


to get rid of the individual so that his attituces and low 
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morale will not spread to others in the work force. 

in the third place, the definition says that an unex- 
pressed or implied complaint is also a grievance. This 
third area 1s one of the most important to tne company. The 
implications are signs that some corrective action is neces- 
sary. The recognition of implied grievances is important to 
management for two reasons. In the handling of the 46 
grievance, the supervisor can do much toward building up his 
own prestige with the work foree. In his wri tingas? 
Gardiner stated that if the foreman can find the possible 
csuse of a grievance and voluntarily take some corrective 
action, his action will be much more appreciated by the work- 
ers than if he took the samo action after his men had filed 
the complaint through formal channels. Any corrective action 
taken after the formal complaint has deen filed still leaves 
a bad taste in the mouths of the workforce. The second 
reason for the importance of recognition of an implied 
grievance ia this, Some men will fail to express minor 
irritations and will "put up" with existing conditions rather 
than make an issue of 1t. ‘his does not indicate that they 
ere satisfied with cenditions, but rather thet they are ab- 
sorbing the minor irritations. Sooner or later their sys- 


tems will reach the saturation point and they will explode. 


ulen Gardiner, better foremenship, sew ډ غ1‎ 4٤ BW - 
hill Book Company, 1941, pp. 10-19. 
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This is the danger of the unexpressed grievance. The smell 


grievances have a cumulative effect on the workers, effect- 
Ac 1 A ETA Le open = 
ing their output and lowering their morale. The exploding 








point can be expressed as alow downs or strikes. The super- 
visor should always be on the lookout for the tell-tale sign 
of the implied grievance, and should attempt to make correce- 
tions without being directed to do so, 

The definition contains the term "whether valid or 
not" and is applicable in the following manner. “his area 
pertains to those opinions and beliefs that are held by the 
workers. The dissatisfaction or complaint that the individ- 
ual may have may be tied up in his emotions and attitudes, 
and as such cannot be removed by concluding that they are 
mere opinions or thoughts of the workers and as such do not 
amount to much. Gaerdiner gives the following advice to 
foremen: "... û grievance is a grievance when the man come 
plaining thinks it is a grievance, "lh A person can be Just 
as concerned with something he thinxs or believes or 
imagines to exist as he can be when the imagined grievance 


actually does exist. 


Jucius, op. oit., p. 43l, and Gardiner, op. cit., 
p. 50. Both of there authors give considereble weight 
to tne implied grievance and its Importance to the indus- 
trial concern. 
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Nature of Grievances 


Since the entrance of the labor unions into the field 
of induetrial relations in 1955, more and more attention 
has been given to the necessity for the quick and proper 


handling of grievances. tefore proceeding farther the 


e tate ra mts 





writer has listed below some of tho items that have been in- 
dicated as grievance matters and heve been afforded recog- 
nition in numerous writings. It must be remembered that 

the list is a compilation of items tnat have been expreused 
as grievance matters in both texts and union contracts. The 
list is by no means complete. There are myriads which could 
become grievances. ine items on this list are presented 
because they are typical of grievance items in current 
literature. 


1. Improper behavior on the part of fellow 
workers. 


2. Failure to assign overtime properly. 
4. Exceasive number of apprentices. 

- Methods used in time studies. 

e Unjustified discharge of an employee. 


l; 

2 

6. Relatives working under the foreman. 

7. "Bawling out” worker in front of others. 
8 


. Putting men on jobs for which they ere 
not fitted. 


9. Failure to promote from within. 


10. Fa vorítism, 
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11. Giving orders without reason. 
12. Unguarded worx hazards. 
13. Withholding credit. 


lh. Lack of human sympathetic interest in 
the worker. 


15. Ignoring complaints. 
Although there are many benefits to the formalized union 
procedure for presenting grievances, the strictly legal- 
istic interpretation has worked some hardships. Notice that 
the grievances listed were, for the most part, objective in 
the conditions that they describe, and present items that 
can be measured by comparison with some set standar? or nor- 
mal. ‘The legalistic approach is splendid; that is, for the 
` jurist who has to decide the issue, but it is rot so good 
for the worker. The legalistic approach has become so ob- 
jective that the human element has been set in the back- 
ground. The leralistic approach does not eliminate the 
feelings, sentiments, and tensions with which the complaint 
is surrounded, it merely pronounces them as irrelevant. 
This tendency of the legalistic approach forgets some of 
the characteristics of grievances which are fear, grief, 
—— anger, annoyance, and the Like.?? The legalis- 
tic handling of grievances has brought about a new situa- 
tion. In his book, Selekman states that now workers have 


Benjamin F. Selekman, Labor Relations and Human 
Relations, New York:McGraw-Hill Book Company, 1940, p. 35, 
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started to disguise their grievances so that they will con- 
form to the specifications that are set up ín the union ecn- 
tract. 


It is, however, nothing less than a typicelly 
human reaction that nullifies the unfailing 
aspect of this expectation. For, needless tc 
say, workers herdly remain unaffected by the 
crucial development thet establishes the 
explicit tests by which grievances will be 
accepted as valid or rejected ac imaginary. 
Instead, just as management and union forge 
the clauses of the agreement for sifting out 
the legitimate from the illegitimate com- 
plaints, the workers adopt these same clauses 
as sanctioned forms of expression of all 
manner of dissatisfaction. If only wage 
complaints, protests against transfers, shift 
assignments, or other 'just' causes ere accepted 
as legitimate, employees time and again will 
display remarkable facility for fitting varied 
fears and resentments into approved formats 
for complaining. They do not, of course, 
systematically think through tails device 

for circumventing the rejections implicit 

in legalistic adjustment procedures. Their 
behavior 18, rather, an unconscious response 
to the social situation eres ped by the prevail- 
ing approach to grievances. 


Once the terme of the union contract have cefined those 

items which may be considered as the basis of grievances, the 
worker who has a complaint that does not rit into the scope 
ef the contract can do only one of two things. First, he 

can forget about the complaint and absorb it into his sys- 
tem, or secondly, he can disguise the symptoms of the come 
plaint to meet the etendards eet forth in the contract. 


for example, if the contract limited grievances to those 


Loc. cit. 
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matters that pertain only to wages, hours and workinz con- 
ditions (see example on page 16), how would an employee 
present a grievance that was based on favoritism? In this 
hypothetical case, Jones thought he was the one most de- 
serving of the promotion and believed that without doubt 
he would get the new job. but on the day thet promotion 
was announced, it was not he who was promoted but rather 
Smith who was assigned to the new job. Jones nas a priev- 
ance, his attitude is poor, the quality of his work de- 
clines, but in this case the contract does not give him 
grounds for true expression of his complaint. His only re- 
course is to “doctor the evidence." In all probability he 
will complain about the working conditions. Here again 
the grievance may not be justified according to the terms 
of the contract, but, nevertheless, the symptoms and results 
of the grievance are present and are plaguing management. 
| From the results of the work done at the Hawthorne 
works of the Western Electric Company, Roethlisberger and 
Dickson were able to list three types of complaints that 
the workers made, differentiating each aa to the content.” 
The first type of complaint referred to tangible ob- 
jects in terms that could be defined by the workers or 
engineers and were capable of being tested by physical 
E., J. Roethlisberger and W. J. Lickson, Manage- 


ment and the Yorker, Cambridge: Harvard University Press, 


1950, PP. 255-269. 
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lan An exemple of this type of complaint le usually 
stated as follows: "the machine 18 out of order; the tool 
is too dull"; and, other similar statements. This type of 
complaint 1s objective and ls capable of being compared to 
some standard or norm. 

the second type of complaint was not objective, but 
depended partly on the sensory experiecnee based primarily 
on attendant reaction. A statement such as “it is too hot 
in here," or “this job is too hard" include terms that are 
biologically and socially determinec. These complaints 
cannot be understood unless the backgrounc of the individual 
making the complaint is known. ‘Seldom could this type of 
complaint be verified objectively. For example, a tempera- 
ture of 65 degrees farenheit mey be comfortable to some 
people, but it may be too cold for the comfort of another. 

Roethlisberger and Dickson's third type of complaint 
Giscoverec involved the hopes and fears of the workers. 
in order to agree on this type of complaint, it is necessary 
to restate the complaint in such a way that the terme used 
to describe the judgments w111 be acceptabie to all. "The 
supervisor is a bully,” "seniority doesn't count around 
here" formed the category of complaint that was most reveal- 
ing to the investigators, because it showed not only the 
importance of determining what the workers felt but elso 


the reasons for tnese feelings. In order to remedy the 
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conditions that caused such complaints, the investigators 

had to find out what the “latent content" of the complaint 
was. For instance, the statement "the supervisor is a bully" 
was made by an employee because the supervisor failed to 

say "good morning" to the help. Further questioning, how- 
ever, revealed that the worker's dissatisfaction was based 
on his attitude toward everyone in authority rather than in 
the behavior of the supervisor about whom he complained. 

Of the three types of complaints mentioned, the last 
category is the most difficult to evaluate. The difficulty 
in evaluation comes from the fact that unfortunately there 
is a mingling of fact and sentiment. Unluckily, this third 
type of complaint, (that with the hidden or "latent content") 
is the most prevalent. Skill is required to cet at the bot- 
tom of tne trouble. interviewing is a technique used to get y 
at the base of the hidden complaint. to see what, if any, > 
ground for complaint exists. 

A grievance is always a grievance, and as Smith states, 
a grievance can never be completely smothered unless the 
true cause can be adjusted or eliminated." The saying 
"an ounce of prevention is worth a pound of cure" was never 
more appropriate. Again, it is easier to put out the fire 
when it is a small blaze rather than wai t until it gets to 


be a "four alarm" affair. In the earlier stages it is 


Smith, Ope eit., PP. 95-102. 
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probably correctly stated that moet fires could be put out 
with a cup full of water applied in the right place. The 
analogy could be carried further, comparing the early de- 


tection of the symptoms of grievances and there correction 


with that of the early detection of mechanical troubles in 


— tet امس‎ 


a delicately balanced mechanism. Once the troubles are de- 
tected, they should be remediec, otherwise the trouble will 


spread throughout the entire mechanism. The parts in the 
mechanism are ao interdependent that each depends on the 
operation of the other. in other words, each component part 
contributes to the overall effectiveness of the apparatus 
enabling it to function properly. Should one part de velop 
a trouble, the trouble will spresd to other parts, and soon 
the machine will not work. A suppressed grievance acts in 
the same manner. +? If the original complaint is recognized 
and treated, then in all probability, the grievance is 
cured. lowever, if the symptoms are not spotted or if they 
are not given legal status, then the grievance will be ex- 
pressed in some other manner. The trouble will spread, 

and soon there will be a mal-function, which might very 
easily result in a strike. 

— — 


Selekman, op. cit. For an exemple of a case study 
of a suppressed grievance see pages 86-87 in Selekman's 
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importance to Management 


The importance of grievances to management can never 
be underestimated. Grievances give an indication as to the 
overall health of the organization. An analysis of griev- 
سه زو‎ —— AA 
ances can provide both the supervisor and tha company with 
valuable information on which to base corrective action so 
that labor relations can be improved. An aggrieved employee 
is an expensive luxury, one which most companies cannot and 
should not afford. In many respects, the grievance ia just 
as important to management as it is to the worker. Griev- 
ance procedures can tring to management's attention condi- 
tions of which they are not aware. 

The manner in which management handles the grievance 


— —— — — 


has 4 very great effect on the morale of the company em- 


—. 


ployees. Parker C. Williams, who is director of industrial 


—— 


relations for the White Motor Company, has this to say about 
the company's conduct of prievance :بې‎ 


To a reasonable employee, a grievance i8 a 
most important matter, end the way it is 
handleá often impresses the employee for 

good or bad =- something long remembered anå 
can often spell the difference between devel- 
oping a cooperative employee and one who is 
diszruntled and becomes a source of trouble. 


The White Motor Company believes that prompt and consider- 


ate handling of grievances will maintain worker loyalty and 


Parker C. Williams, "Ways to Handle and frevent 


Grievances", Factory Management and Maintenance, Lecember, 
1947, pp. 234 ff. — 





” 
DE e ا‎ 1 E سسسمد په‎ 


ssa erea مق ایم‎ Ye يي مین‎ ٠ 
قله‎ Al 


ےم 


are qares A mu 





miraa ann Pinia ve jói wa watii Ya 
A RAR اا‎ 

کہ سب ره مت مد سا 
X e‏ کے ہچ سر ہج سر 
ac,‏ شه د BORN O SÎ aie‏ ند لوط 
"ملعا ای e — uma odes PIU" auf‏ 


— — 


eos‏ لا 


— — 
ee ہے‎ 


akian وب‎ Fu ai £ FT S.I Le quae mde dc a 
Há planos wa ¿Lis ena Le pulidos وغه‎ 


















٦‏ پ1 
٤١١ .( es‏ هعصه "ید naves! àre liuon of‏ 
سوب همه E AE‏ 


7 > ES TH ٠ 


50 


will prevent the employees from taking their grievances to 
union meetings for sympathy and understanding. 

lienagement becomes financially involved in grievances 
when they are not handled properly.  Luman relations in the 


— ہےمے سد“‎ ٢ 


industrial situation becomes a very vital problem, and the 


e 


human mechine is a very delicate one which requires con- 
naù attention and adjustment if 1t 1s to funetion proper- 
— e - 
ly. if the workers have grievances that are not settlec and 
remain sore spots, then production will be affected snó man- 
agement becomes vitally concerned. Some of the results of 
poor handling of grievances are listed as follows; (1) low 
productivity by the work force, (2) high absenteeism, (3) 
poor care and maintenance of equipment, (4) high labor turn- 
over, (5) lack of respect for the supervisors, and, (6) low 
overall morale, t 
The expression of grievances can and does serve nan- 
agement, if the symptoms are recognized and are handled 
properly. The voicing of a grievance trings to the atten- 
tion of management an area of weakness which needs attention. 
Corrective action can be taken in orcer to eliminate the 
source Of irritation. This is highly desirable in that it 
results in constant improvement of labor relaticns and 
ractory conditions.’ One of the reasons for placing men 
— — 


Smith, op. cit., pp. 99-102. 


2e Harold B. Maynará, Effective Foremanship, New York: 


KeGraw-8111 kook Company, 191, p. 51. 
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in foremanship positions, according to Gardiner, is to have 

a representative of management nearby so that the work force 
can come to him with their questions, complaints, and infor- 
mation. By doing this, the company has its “finger on the 
pulse" so to speak, and is able to change existing conditions 
or explain policies so that misuncerstandinss can be cleared 
up. 

Further studies of grievances can provide management 
with additional information. if, for example, complaints 
are coming from all over the company, then Pigors and Ayers 
aey that the fault is probably in some srea of major policy. 
However, if the complaints are limited to only a few areas, 
then the situation indicated that either worx conditions or 


supervision needs attention. > Management should always 





realize that the handling of grievances is an expensive 


and time-consuming proposition, and that supervisors can 


— — 





do much to eliminate unecessary expense involved in ¿riev- 





ance handling by carly recognition of symptoms and their 
treatment so as to prevent their becoming forrelized come 
tative to the work situation, and being in this position he 
is best able to take corrective ection to alleviate the 


troubled spots. 
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Plgors &nd Myers, op. cit., p. 109. 
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It must be remembered that labor relations are human 
relations, and, as such, will be dynamic. Hever will the 
situation become static. It does not appear that there will 
ever be an end to grievances. Because cf the human element, 
and the pressures that it is capable of exerting, tre re- 
lationehips will always remain fluid and will be continuously 
changing. The number of grievances may be influenced by any 


— — — o E " 








number of factors which will keep the relationship in a dy- 
وسر سال سے مرل‎ anie AA YA ۰) — —— — — Á 





namie setting. Some of the contributing-fectors are; (1) 

the militancy of the union, (2) the number of recent changes 
in the wording of the agreement, (3) the rate of technologi- 
cal change, (lj) the type of seniority clause, (5) the exist- 


el 


ence of piece rate or incentive system. Grievances may 


be presaed that cannot be justified. In times of full em- 
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ployment, such as during the years of World War II, labor 
unions may encourage their members to press rrie vances 
primarily to make management aware thet they still exist. 
Even this type of grievance cannot bs overlooked, and these 
situations must be handled just as ta,tfully as if the 

25 


grievance actually existed. 


The aupervisor is manegement's closest representative 
AE SA en Y سن‎ 





to the work force. By the nearness of his association 


— — 


with the workers, he is able to see changes in their be- 
haviors end detect attitudes that might be indicative of 


24 Lester, Op. cit., p.e 263. 


e5 Gardiner, op. cit., p. bho. 
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the workers dissatisfaction with the existing conditions. 

1# the supervisor can be trained to spot these symptoms, and 

then to find out what ere the basie causes of the difficul- 

ties, he can help management consideratly by making changes — 
that would alter conditions that are causing complaints. | 

These changes, if made promptly and accurately, would help 

to eliminate much of the formalized grievance procedure 

and its attendant high cost to management. Hore than just 

a reduction in cost of the grievance procecures would be 
accom,lished, for efficiency would be raised end production 


would also be increased. 


Importance to the Navy 


The naval situation is similar to the industrial 
situation. [The confined quarters aboard ship, and the con- 
stant twenty four hour per day association with none but 
shipmetes increases the likelihood of grievances arising. 
The naval situation is particularly difficult because nor- 
mally “ne enlisted man has no one outside the Navy with 
whom to discuss his problems. He lacks the chance to talk 
to outsiders and to get their points of view. You can 
realize the difficulty of the situation when you stop to 
think thet during World War II it was not at all unusual 


for ships to get under way end stay at sea for as long as 


sixty days without making port. Duri»sg the period at sea, 
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the sailor lives, eats, and sleeps with the crew of the 
ship. ‘Seldom is he provided with the opportunity to unload 
nis troubles, and, hence loses the chance to unburden him- 
self to a sympathetic listener. 

Morale is of prime importance in the naval situation. 
High morale in the naval situation is expressed in the 
same manner as it is in the industrial situation. The crew 
is efficient, and it is happy. This is the situation that 
the commanding officer strives for, a condition that is hard 
to build, and after ha ting been built, needs constant 
attention so that structure will not topple. It hae often 
been said that the building up of morale is a long and time 
consuming process. It has been also said that the reverse 
process, the tearing cown of morale, is a much more rapid 
procees. 

As in the industrial situation, an aggrieved sailor 
is an expensive luxury. The same symptoms will be in the 
military situation as in the industrial situation. The 
evidences of grievances and their poor handling are woth 
things as the following: 


1. low productivity by the crew 


ho 


- poor cere and maintenance of equipment 


. Low overall morale 


wi‏ مي 


failure of people to re-enlist in the service 


loss of respect for their superiors. 
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The evidence of grievances is of great importance in 
the naval situation. It is an indication that correcti ve 
action is necessary. The grievance brings to the attention 
of those in command, whether it be the division officer or 
the commanding officer, that there are weakensses in the 
organization that need correction. Corrective sction can 
be taken by those responsible in order to eliminate the 
source of the complaint. The situation in which the come 
mand is able to take corrective action based on evidences 
or expressions of complaints is highly desirable in that it 
constantly strengthens the relationships between the offi- 
cers and the crew, and it also helpa greatly in building 
and maintaining high morale, لے‎ 

The Navy, too, becomes financially involved in griev- 
ances that are not handled properly. There is no doubt 
that improper handling of grievances has caused more than 
one sailor to fail to re-enlist. During his enlistment, 
the sailor hae been trained to perform a task in the most 
efficient manner possible. The training can either be 
accomplished by on the job methods or by sending him to 
8chool. Schooling and training sre both expeneive and 
should not ve wasted. This means hat whenever a man fails 
to re-enlist, the Navy haa not only lost a good worker, 
but it has lest the expense of trainsnas the individual and 


in addition must train another individual to take his place. 
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hs can be seen, grievances and complaints become an 
idiak E vo orali health of the organization, The 
military commander has always this to remember = his mission 
is to defend the United States from all aggressors - 4 
T there are situations in his command that prevent the 
crew from operating at peak performance, then those situa- 
tions will save to be rewedied in order that he may fulfill 
his mission to the best of his ability. 

The enlisted man is afforded a chance to present his 
complaints to hie commanding officer. uch proceedure is 
formal and is similer to the industrial procedure. The 
procedure is time consuming and expensive. Again, in the 
naval situation, speed in handling the grievance is import- 
ant. The purpose of this study is to investigate the 
possibility of teaching division offleers interviewing 
techniques so that they can get at the facts in tue case 
and take corrective action if it is within their authority. 


The Givision officer, like the supervisor, is closest to 


— —e نا‎ 
— 


the men and can tell when the attituces ani emotions of his 





men indicate that corrective action is indicated. In this 
area the division officer can be of gruat aselstance to nis 
commanding officer. He is on the spot and can take correct- 
ive acticn before the grievance wuillds up to the point 

where it is damaging to the morale of the crew. There are 
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two courses of action open to the division officer: firss, 
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he can take corrective action if it is within his author- 
ity, &nd second, 1f it is without his authority, he can 
advise his superiors who can take the necessary corrective 
action. 

As can be seen, grievances and complaints are of creat 
importance in the naval situation. They affect combat 
efficiency, and in so doing, become of vital concern to all 


hands. 
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CHAPTER 111 


PRESENT STATUS OF GRIEVANCE PROCEDURES IN THE 
NAVY AND IN INDUSTLY 


Introduction 


There are numerous kinds of grievance machinery in 
operation in industry at the present time. In the union- 
ized industry alone, Lester estimates that there are over 
100,000 labor management contracts signed each — Lapp, 
however, is more conservative in estimating that in the 
year 1915 there were 50,000 labor-management contracts 


which contained some kind of provision for grievance hand- 


ling.” 


In adéition to the aove, which pertain only to 
unionized industry, there are also many procedures present 
in non-uníonized companies. The conditions here instead of 
being spelled out in contracts are contained in company 
manuela of personnel principles and policies.” 

The Navy situation is similar to the non-unionized 


procedure in that the grievance procedures become £ matter 


Richard A. Lester, Labor and Industrial Kelations, 
New York:The XMacHillan Company, 1911, pe LOL. 


R John A. Lapp, How To Handle Labor Grievances 
Deep River: National Foreman's Institute inc., iS, Pe el. 


: "Grievance Procedures in Noneunionized Industries," 
National Industrial Conference foard ine., Report So. 109, 
PP Ü-9, 
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of personnel policy within the command. Although not 
spelled out in detail, the regulations for tne Navy do 
establish the right of tne individual to express a griev- 
ance, but leave the administrative procedures to the dis- 
cretion of the local commander, 

Although the procedures are many in number, they 
all have a common goal - that goal being to give the employee 
a channel of communication for the expression of complaints 
to management. The grievance procecures do, however, differ 
in some respects. The two major points of difference are 
these; first, the procedures will differ in the number of 
steps outlined; and, secondly, the machinery will differ 
in the detalls involved in the steps. These differences 
are only to be expected because the size of the company Will 
have @ great deal to do with organization of the grievance 
procedures. 

The atudy will be concerned mostiy with the details 
of the first step in the grievance procedures, because it 
is here that the supervisor and division officer play such 
an important part. A typical five step grievance procedure 
will, however, be presented so that the reader will have a 
picture of the overall process. 

Grievance procedures for the Navy, unionized, and 
non-unionized industry will be presented. ln each of the 


cases, the formal aspects of the grievance procedures will 
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only te discussed, and they will be discussed only as they 
apply to the operative employee. No attempt will te made 
to discuss grievance procedures as they apply to "white 
collar" workers, or es they apply to management when it has 


a grievance against the work force. 


General Packground 


In the writings of Lapp, there are indications that 
formal grievance procedures date back to 1892. In the year 
1692, the Chicago Publishers Association and the Typograph- 
ical Union signed an agreement which contained the follow- 
ing phrase “that all disputes arising out of the interpreta- 
tion of the contract should be settled by conciliation and 
arbitration." The Chicago agreement of 1892 was followed 
on a national scale when ín 1901 the International Typo- 
graphical Union and the American Newspaper Publishers Assoc- 
lation signed a contract that provided for a nationwide 
plan for the settlement of disputes. fecause of the hard 
coal strike in 1902, the Anthracite Strike Commission 
ordered the coal industry to establish "satisfactory meth- 
ods for the adjustment of grievances that may arise from 
time to time to the end that strikes and lockouts may be 


unnecessary." The flint glass industry followed in 1903 


lj 





Lapp, Op. cit., pp. 9-22. 
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when they established a process which provided for the 
following steps in an attempt to settle grievances: 
1. The employee and his foreman 


2. The union business committee and the 
department head 


4. The business committee and the plant 
superintendent 


l. The local union committee, the plant 
superintendent, and his superior 


5. The national president of the union 
or his representative, and the proper 
officiala of the company 


6. The national joint conference whose 
decision 18 final and binding 


Following the Flint Glass Industry, the next, and probably 
the most significant step in the development of grievance 
procedures, was that contained in the agreement between 
the Hart, Schaffner, and Marx Company and the clothing 
workers in Chicago. The organization of this plan, which 
is one of the best, deserves detailed explanation. 

In 1910, the workers in the clothing industry walked 
out of the shops in which they worked. An investigation 
into the cause of the strike revealed that it was not one 
Single grievance that caused the walkout, but 1t was the 
accumulation of a mass of grievances which had not been 
settled. As a result of this, the Hart, Shaffner, and Yarx 
Company and the clothing workers signed a contract in 1911 


which contained a democratic method for settling grievances. 
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Tne company set up a labor complaints department and two 
boards, the trade board and the arbitration board, which 
were to handle tne grievances of the workere. The plan 
has worked so well that the boards are still in existence. 

The steel industry was slower in establishing its 
grievance machinery. It was not until the widespread 
strike of 1919 that the steel industry became aware of the 
importance of grievances. in that strike, as in the case 
of the clothing workers strike of 1910, the cause was an 
eccumulation of unsettled, suppressed grievances. The les- 
son was learned, and grievance maciinery was established in 
thet industry. 

During the 1920's, management began to sense that 
the major cause for their workers unrest wan their own 
failure to provide the workers with channels which could 
be used to express their complaints to hicher officials. 
To accomplish their objectives, management set up employee 
representation plans to handle grievances. Although this 
type of plan did handle the grievance more quickly, end it 
helped to reduce the arbitrary powers of the supervisor, 
the workers did not have the unions ba,.k of them and con- 
sequently did not went to jeopardize their positions by 
using the system. 

The discussion hes so far carried the history of 


grievance procedure through the 1920's. The following 
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discussion will cover the later developments of grievance 
procedures and their current aj-plication in the Navy, 
unionized, and non-unionized industry. 

The presentation of grievances in industry has become 
fairly standardized. In unionized industry, the process can 


2 On the other hand, none 


involve from one to seven steps. 
unionized procedures vary from two to six soga: The size 
of the organization appeara to be the criterion for deter- 
mining the number of steps involved. mall companies will 
usually set up grievance procedures that will contain only 
two or three steps, while large firms will have contracts 

or personnel policies that will stipulate six or seven steps 
to be followed. Other factors which contribute to the 
number of steps contained in ti:e procedures are listed as 
follows: (1) the size and organization of the vargeining 
unit, (2) the number of managerial levels, and (3) union 


and management policies of celegating authority to their 


representatives. ! 





2 "Grievance and Arbitration Procisions," U. S. 
Department of Labor, Bureau of Labor Statistics, Bulletin 
No. ف‎ U. 5. Government Printing Office, 1950, pp. 
22-26. 


6 National industrial Conference Board, inc., 
op. cit., p. 8. 


7 U. 5. Department of Lebor, op. cit., p. 22. 
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(1) The grievance is heard by the foreman 
or department head and the shop steward, 
together with the employee or employees 
invol ved. 


(2) If not settled in step (1), the prievance 
18 considered by the union steward, the 
chairman of the grievance committee, and 
the personnel manager or other management 
representative selected by him. 


(3) If not settled in step (2), the erievance 
is considered by the entire grievance 
committee and the plant manarer. 


(kl) If not settled in step (3), the grievance 
is considered by the plant manager and 
a designated representative of top man- 
agement (usually someone from the company's 
industrial relations staff), together 
with an international representative of 
the union and the grievance committee, 


(5) If not settled in step (i), the grievance 
is referred to an impartial arbitrator 
selected by the designated representati ves 
of management and the union (or, as 
alternative, the firal step may be referring 
the grievance to a board of conciliation 
or meditation, with one or more represente- 
tives of management and the union and a 
neutral member selected by both parties.) 


The foregoing will give an idea of the steps a::3 procedures 
involved in the presentation and handling of grievances. 
The discussion thet follows will not eonsicer all the steps 
involved in the grievance process, but will be limited to 

a consideration of the first step in the chein of events. 


The discussion will consider primerily the role that the 


Russel L. Greenman and Elizabeth b^. Greenman, 
Getting Alcng With Unions, New York: lisrper & Zpothers, 19AT, 
p. 105. 





| —— a رود سے‎ ^s á 
| — — — 
T — 
A A 2 
err ie aie at 


pot cet td Dasse[ee "009 (mwhuan — 0 1 
anses T m LUE IN 
پو هوه وو‎ 30 xB Da aù hne م١۵ هبه د0‎ nw) 3i Be تم جز‎ 
uA quo Pat amm roo (lie امد ہجو‎ »of&wmelb n7 
as basini v) Idr ai هه لويب و تی‎ 0 Kr tsb 
wamo Ya pies» wi aè uin 10411 nd Ye primita a 
سه‎ fS سل‎ aña rias im walai, [fle peterem! T 


P. سےچ‎ 
eo Z wia es orev 7 ee 
ar میں‎ a and هود‎ wee لم دم مھ‎ MS: 












supervisor has to play in the first step in the handling 


of grievances. 


Current Procedures 

Non-Unionized Company Procedures. First of all, in 
non=unionized industry as in unionized industry, there are 
differences in the scope of the meaning of the worá griev- 
ance. Some firms place no limitation whatsoever as to what 
is to be considered as a grievance, while other companies 
will limit grievances and complaints to misunderstandings 
about interpretation of printed manuals of company person- 
nel policies. To clarify the above, the following state- 
ments are quoted from a report made by the National indus- 
trial Conference Board.? The first instance is one in which 
there is no limitation set as to what is to be considered 
as a grievance. 

A grievance procedure has been established 

go that any employee who feels that he has 

not been justly treated can bring his 

complaint or problem to the attention of 

management without fear of reprisal. 
The second instance is one that is quoted from the personnel 
policies that have been established by a New England manu- 
facturing company. In this case, the employer has limited 


grievance procedures to those areas that involve misinter- 


pretation or misapplication of the established policies. 





9 


6-7 National industrial Conference Board Inc., OD. cit., 
PP. Oefe 
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The limits that are involved are explained in a handbook 
that contains the company policy. 


The handbook you are now reading contains 

the general personnel policies of the company 
and any matters referred to in it are not 
considered subjects for grievances except 

on application or interpretation of these 
policies. If an employee believes he has 

a grievance which is actually covered by 
these policies or other company policies, 

the policies will be explained and neces- 
sarily must stand. 

Although thie book contains all general 
personnel policies of the company, there 
are other policies and functions of manage- 
ment not included whlch relate to the 
conduct of the company's business. These 
include regular and customary decisions 
management makes at its discretion in order 
to carry out successfully its job, and 
these are not subject to grievance 
procedure. 


As can be seen by the two above examples, there can be con- 
siderable variation as to what will be considered by man- 
agement as grievance material. 

The following discussion will pertain to the pro- 
cedures that were outlined by some fifty-seven companies in 
non-unionized industry that were studied by the National 
Industrial Conference Board. The companies each may have 
different write-ups for their grievance procedures, but this 
study is concerned primarily with the first step and the 
role that the supervisor plays in that step. 

Of the fifty-seven non-unionized companies studied 
by the Board, forty-nine of the companies had policies 


whereby the aggrieved employee first preeented his complaint 
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to his immediate supervisor., The other companies were 
divided as followa: two companies had their employees 
report their complaints directly to their department heads, 
another two companies had their workers report thelr griev- 
ances to employee representatives who discussed the merits 
of the grievance with the employee, and another two compan- 
fea had the aggrieved lavorer report his complaint directly 
to the plant superintendent. in the remaining two companies, 
the grievance was reported to the factory manager in one in- 
stance, and, in the second instance, 1t was reported to a 
junior executive. In the majority of the cases, the super- 
visor was the firat management representative to whom the 
aggrieved employee presents his complaint. There are var- 
lous reasons for this scheme. First of all, if the super- 
visor were to be by-passed, there would be considerable 

loss of prestige in the supervisor force. In the second 
Place, it is desirable to have the supervisor handle the 
dissatisfactions first because the nature of most of the 
erievances is such that he can settle the majority of them 


with a minimum losa of time.20 


There are exceptions to the 
“foreman first" rule, and some of the companies waive this 
rule under special circumstances. An example of the special 
circumstance would be when the worker believes the foreman 


to be personally prejudiced in the complaint. The following 


Ibid., pp. 6-9. 
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are examples of the grievance instructions published by 
various ebugentes., NA in the first case, the worker ia 
advised to go directly to his supervisor to discuss the 
complaint. 


First go to your foreman or supervisor 
and discuss the matter with him.... 


The second set of instructions explains to the worker that 
it is the supervisor's responsibility to aid in settling 
grievance matters. 

If things oceur in the plant which trouble 

you go to your foreman first. it is part 

of his job - to help you in such matters.... 
The last example is one in which the laborer is permitted 
to by-pass the supervisor. 

If you have a grievance, you should take 

it up with your supervisor, but if a case 

arises where you cannot take it up with 

your supervisor, you may go to the person- 

nel department representative. 
Of the forty-nine companies which had provisions for pre- 
sentation of the grievance first to the foreman, four of 
the companies gave the aggrieved employee the option of 
taking his complaint first to a member of tne employee coun- 
cil or labor-management committee. The committee member 
counseled the aggrieved worker aná, if requested, presented 


the complaint to the foreman for bin ^" 


ibid., p. 9. 


A 


2 
Ibid., p. 19. 
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in forty-seven of the fifty-seven companies studied, 
a worker could have a fellow employee present his grievance 
for him. This was done because some of the workers thought 
that a more articulate representative would be better qual- 
ified to prevent the complaint and would be more likely 
to get a favorable settlement.?? 

As can be seen, the foreman or supervisor play a 
very important part in the handling of grievances in non- 
unionized industry. In eighty-six per cent of the compantes 
studied, the foreman was the first manacement representative 
to receive the grievance. In fact, the foreman was such an 
important person that the cooperating companies in the sur- 
vey presented the following suggestions in order to help 
the foreman in his job of grievance handling. 


1. Be available to the agerieved as soon 
as possible. 


2. Provide a confidential setting for the 
discussion. 


3. Let the worker speak first. Don't inter- 
rupt or ‘explode’. 


lh. Get the whole story. Assemble all the 
facts. 


S. Don't make snap decisions or promises 
that can't be kept. if an immediate 
answer is impossible, tell the employee 
when an answer wíll be given. Stick to 
this deadline. 


سے سے 


ibid., pp. 10-11. 
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6. Weigh alternative solutions. Analyze each 
in terms of company policy and employee 
morale. Select the best alternative. If 
necessary, consult with superiors, using 
proper channels. 

7. inform the employee of your answer.  Acknow- 
ledge the facts that support his case. Supply 
the facts about which he is ignorant or lacks 
uncerstanding. 

8. End the interview on e pleasant note. If he 
is still dissatisfied, inform him of his 
right to appeal higher. 


9. Check up on the employee's progress and 
morale after the case has been closed. 


10, Carry out "ad promises involved in the 
solution.i 


The foregoing list explains fully the importance of tne 
supervisor in the handling of grievance cases. in this in- 
stance, the supervisor uses the interview method to get 

the facts of the case so that he can take appropriete 
action in solving tbe problem. 

Unionized Company Procedures. As in the non-union- 
ized industry, there are several forms which can be used by 
the aggrieved worker to present his grievance to his fore- 
man. 

There are differences in opinion as to whether or 
not the employee should be permitted to present his griev- 
ance personally on the first step of the proceedings. Tne 


union would like to participate in tne grievance machinery 


سس سس 


ibid., p. 11. 
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in all the steps in order to insure uniform enforcement 
and equitable administration of the contract. This, how- 
ever, is not the only reason for the union's desire to 
participate in the first step of the grievance procedure. 
They state the following as some of the reasons for the 
union steward to be involved in the first step: (1) he is 
best qualified to represent the worker and will fet the 
best settlement, and, (2) the union should have the oppor- 
tunity to screen all complaints so that they could screen 
out unjustified complaints thereby saving valuable time. >? 
In addition to the above reagons for the union's desire to 
participate, rfiffner lists the following: after aggressive 
and militant unionism hese won a long and hard fought 
battle with an industry not previously unionized, the re- 
lationships between the company and the union will remain 
militant and filled with distrust for many years, and in 
these circumstances the union will do everything in its 
power to cement its relations with the employees. The union 
will want to be present at all grievances procedures so 
that they can prevent any attempt by manegement to drive 
& wedce between the workers and the ste. ihe union 8 

15 

U. 5. Department of Labor, op. cit., p. 12. 


16 John M. Pfifífner, The Supervis 


New York: Prentice-Hall Inc., 19 
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ever fearful of management attempting to gain the workers 
loyalty at the expense of loyalty to the union. 

The order of presentation of the grievance ٤ك‎ 
in union contracts. In most all the cases, the supervisor 
ls involved in the first step, and, as in non-unionized 
industry, becomes a very important member in the processing 
of grievances. The examples below will give the reader an 
idea of how grievances are presented in unionized industry 
and of the important part thet the supervisor vlays in the 
handling of grievances. 


Section I. Any employee, or group of em- 
ployees having a grievance shall firat 
present it to a committeeman who shall 
immediately present it to a department 
foreman in the presence of the aggrieved 
employee or group of employees; collect- 
ively they shall make every reasonable 
effort to effect a settlement satisfactory 
to the aggrieved employee or group of 
employees... 


The following is the manner in which the first step was set 


up in a contract involving the Linderme Tube Company of 


Euclid, Onto, 


2. First Step. This is the informal stage 
and a grievance may be handled ty an employee 
and his foreman or through a member of the 
union shop committee and the foreman of the 
department involved.... 0 


, Agreement between the ioughton Electric Company 
and United Automotile Workers AF of L Toledo, Chio, fay 
12, 1950, 

16 
Agreement between Linderme Tube Company and 
Federal Labor Union AF of L, Euclid, Ohio, Jan. lh, 19h7. 
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The following contract permits the foreman and the aggrieved 
party to attempt to settle the grievance in an informal way 
before resorting to the formalized steps. 


Step l. An employee (or group of employees) 
who has not boen able to adjust an alleged 
grievance in an informal way, shail present 
such alleged grievance in written form to 
hie foreman and discuss it in the presence 
of the appropriate Grievance Comnitteenan, 
if the employee involved so elects.... 


The contract with the Martin-Parry Company sets up the 
grievance machinery in the following manner. 


Section 1. An employee having a grievance 
shall first present it to the department 
steward. if the department steward belíeves 
the employee to have a real grievance, same 
shall be reduced to writing in triplicate 
form and presented to the foreman of the 
department. The foreman, the employee, and 
the steward shall make every reasonable 
effort to effect a settlement, satisfactory 
to the aggrieved employee....? 


ine P. ii. Lawson Company gives the foreman the first chance 
to attempt to settle the grievance. 


2f. Should any employee believe he or she 
has been unjustly dealt with, or that any 
provision of this agreement has been violated, 
the case should be taken to the foreman, 
superintendent, and next higher officer of 
the company, each in his respective order, 

by the shop committee.21 


19 Agreement between The Armco Steel Corp., Ashlend 
Division, and The United Steel Werkers of America, 1918. 


Agreement Letween the Martin-Parry Corporation, 
Toledo, Ohio and The United Automobile, Aireraft and 
Agricultural Implement Workers of America, June 1, 1948. 
- Agreement between The F. H. Lawson Company and 
The International Assoc. of Machinists, Polishers, and 
buffers, for 1950-1951. 
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The union agreement between the Timken Roller Bearing Comp- 
any and the United Steel workers of America discussed the 
handling of grievances in the following manner. 

Any employee who has a complaint may discuss 

the alleged complaint with his immediate 

supervisor in an attempt to adjust it. Any 

such complaint not so adjusted shall conati- 

tute a grievance within the meaning gf this 

article ‘Adjustment of ûrie vances } ' 

As can be seen, the procedures to be followed in the union 
contracts are numerous, and in each of the cases mentioned, 
the foreman is involved in the first step. ina study 
recently completed by the U. 5. Department of Labor, £? nun- 
erous procedures for the presentation of grievances were 
depicted, but, in no cases did the procedures outlined for 
the first step by-pass the supervisor. it is fair to 
assume that the supervisor is involved in the first step 

in almost all systems devised for the handling of griev- 
ances. 

A study of the union contracts on file with the 
Bureau of Business Research, The Ohio State University, 
Columbus, Chio, revealed that in 206 unton contracts out 
of the available 595, the aggrieved employee and the foreman 
were the two people involved in the first step. Although 


this 53% in unionized industry is not so high as the 86% 


Agreement between The Timken Roller Bearing 
Company and The United Steel torkers of America, 19h7. 


U. 5. Department of Labor, op. cit., pp. 13-15. 
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for non-unionized industry, the percentage is still ím- 
pressive. The figure becomes very impressive when one stops 
to think that it becomes possible to process grievances 53% 
of the time without union representatives being involved 
in the process. 

The above presentation will give the reader an idea 
of the grievance proceedings as they are carried out in the 
first step in unionized industry. As in non-unionized ine 
dustry, the supervisor for unionized industrial firme becomes 
a very important managerial representative in the handling 


of grievances. 
Naval Grievance Procedures 


The grievance procedures for tne militery are most 
like those of the Small industrial concern. As mentioned 
before, the grievance procedures are established by each 
commandinc officer for the organization that he commands. 
The euthority for the establishment is contained in the 
following article contained in the Navy Regulations, 24 

0709 The Commanding Officer 

l. Use all proper means to promote 

the morale, and to preserve the morale 

and spiritual well being of the personnel 

under his command.... 


e... 9. Afford an opportunity, with 
reasonable restrictions as to time and 


eh 
United States Wavy Regulations 1944, Washington: 
United States Government Printing fice, Article 07095. 
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place, for the personnel of his command to 

make requests, reports, or statements to him, 

and shall insure that they understand the 

procedures for making such requests, reports, 

and statements. 
The procedure to follow out the above requirements is gen- 
erally left to the commanding officer's discretion. The 
standard procedure ís for the commanding officer to estab- 
lish a request mast. This means that the personnel of 
the command are made aware that any complaints, grievances, 
or requests that they have can be made known to the command- 
ing officer by the following process. Va form is made avail- 
able to the incividual desiring the request mast. On the 
form the sailor states the nature of his complaint or re- 
quest and presents it to his division office for signature. 
The division officer looks et the complaint, talks to the 
man, and returns the signed form to the sailor. The man 
next presents the form to the Administrative Officer, who, 
In turn presenta it to the Executive Officer. The Executi ve 
Office acvises the Commanding Officer of the sailors request 
mast form and makes an appointment for the sailor to see the 
commanding officer where the nature of the reason for the 
request can be aired. | 

The annual inspection by the Navy Inspector General 7 
affords another opportunity for the men of the command to 
present grievances, During this inspection, a special 


office is established where all hands are permitted to 
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present their troubles and complaints without fear of re- 
prisal. The identity of the person presenting the griev- 
ance is never revealed. The local commanders are advised 
of the grievances so that they can take appropriate action. 
The purpose of this type of method for expression of 
grievances is to give the individual with the suppressed 
grievance a chance to air the complaint. In as much as his 


identity remains concealed, he has no fear of reprisal. 
Importance of the First Step in Orievance "rocedures 


The very first step in the grievance procedure is 
usually a very informal one in which the employee presents 
his complaint to his immediate supervisor. The complaint 
is presented informally and an oral discussion follows. In 
many cases, the supervisor who 18 approachable and who 
listens sympathetically to the complaint can settle most 


grievances on the spot. Lapp estimates that nine-tenths 





are settled | directly v; by tt the foreman if he has the power to 
ہا ٭ ے۔ ٹپ‎ 


— — — .مهو ی دایص 


effect the settlement.^? Greene also indicates that “about 
سس‎ T 


ninety per cent of all grievances that are brought to the 
attention of the foreman sre settled in this first stage . "26 
In his discussion of the first step in grievance procedures, 
Lapp“ points out that the first presentation of the griev- 
2 
26 Lapp, Op. at p. 91 


Greene, - cit., p. 99. 
Lapp, Op. a ہے‎ PPs 90-91. 
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ance is usually oral, tut it can be written. If the settle- 
ment is made by the supervisor, no further action is nec- 
essary, and no written record is made of the complaint. if, 
however, the dissatisfaction is not settled by the super- 
visor, then, in the majority of the cases, the grievance 
for the first time is reduced to writing and is referred 

to the next step in the process. The employee with the 
complaint has the option in union contracts of either pre- 
senting the complaint alone or accompanied by the union 
steward, but as was previously pointed out the employee 
presents the grievance by himself in the majority of the 
cases, 

The importance of the supervisor in handling griev- 
ances in the first step has gained legal significance by 
the passage of the Labor-Management Relations Act of 1947 
which modified section 9{a) of the National Labor Relations 
Aet to read as follows; 

Províded, That any individual employee or 

group of employees shall have the rignt at 

any time to present grievances to their em- 

ployer and to have such grievances adjusted, 

without the intervention of the bargaining 

agent, as long as the adjustment is not in- 

consistent with the terms of the collective- 

bargaining contract or agreement tren in effect: 

Provided further, that the bargaining represen- 


tative has been given opportunity to be present 
at such agreement. 


س 


Act of June 23, 1947, Public Law 101, 80th 
Congress lst Session. 
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This section has been interpretated by managerent 
to mean that it should have the privilege of being present 
at the discussion of grievances by سے‎ , The result 
has been this. In most cases, an employee or a group of 
employees present a complaint directly to the supervisor 
with or without the union steward. The provisions of sec- 
tion 9(a), however, still provide that the union be given 
the opportunity to be present, and that the action taken 
by the company be consistent with the terms of the contract. 

As was previously indicated, the supervisor and em- 
ployee were tne only participants in the firet step in the 
grievance procedure in Só% of the time in non-unionized 
industry. Faseá on the information that it gathered, the 
National Industrial Conference board stated that ín thirty- 
eight out of the fifty-seven companies cooperating, TOS 
to 05% of the grievances were being settled in the first 
step of the grievance machinery. ^9 

As has been indicated, the majority of grievances in 
industry are being settled in the first step. What are 
some of the principles being used to accomplish this end? 
How are supervisors being trained to handle this task? 


if the supervisor can settle grievances at the first level, 


29 y 


ulletin 905-16, U.S. Department of Labor, op. 
cit., p. 16. 


20 National industrial Conference Board inc., 
E eit., Pe 13. 
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and thereby reduce cost of carrying the grievance further 
in the process, certainly the methods used deserve some 
study. 

Grievances are evidenceá also ín the Navy. In the 
following chapter, a study will be mace of the methods 
used by supervisors in solving their grievances. it is 
hoped that the methods will have factors which can be 


applied in the naval situation. 
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CHAPTER IV 


INTERVIEWING AND ITS APPLICATIONS AMD 
USE IN THE FIRST STEP IN GRIEVANCE PROCEDURES 


Background 


Before discussing interviewing methods and rules, 
it is appropriate to have a practical knowledge of some of 
the uses that industry has made of the interviewing 
technique, and the importance of this device in dealing 
with grievance cases. 

One must realize that there are similer situations 
in both unionized and non-unionized industry, that create 
conditions favorable to the settlement of grievances at 
the first level of supervision. As Williama statea,” 
"friendliness and sincere interest in the welfare of an 
individual is not yet barred in any collective agreement 
with which I am familiar." The foregoing statement will 
serve to indicate management's awareness of the human rela- 
tions problem involved in the industrial reiations scene. 
It also serves to indicate that management has become aware 


of the dignity of the individual. Alex Bevelas” Shows 


, Parker C. Williams, “Ways to Handle Grievances," 
Factory Management and Maintenance, bec. 197, p. 23h. 


Alex Bevelas, "Role Playing and Management Train- 
ing," Sociatry, June, 1917, p. 143. 
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in his writings that the greatest source of management's 
trouble can be traced to poor handling of human relations 
problems that exist within the company. Management has be- 
come very much interested in this problem and has set about 
to solve it. Evidences of the advance that management has 
made is seen in the great number of grievances that are 

now settled in the first step of the grievance procedure. 

Management has realized that the supervisor is its 
closest representative to the work force, and, as such, the 
supervisor has been impressed with the importance of setting 
grievances at the first level of supervision. The Personnel 
Journal for December, 1949, contained the following state- 
ments 

It 1s your (supervisor) responsibility to 

close out at your level as many issues as 

you possibly can. 

Gardiner, in his discussion of the grievance problem, 
likewise points out the importance of the role that the 
foreman plays in the settlement of complaints. He points 
out that the supervisor is the logical management repre- 
sentative to handle grievance cases and cites as his reas- 


ons the following factors. 


دا 


Grievances and The New Supervisor," Personnel 
٢۹ December 1949, p. 248. 


Glenn Gardiner, How To Handle Grievances, New 
York: Elliott Service Company, 1943, p. 3. 
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l. The supervisor is the worker's immediate 
boss and hence is in the best position to 
judge the validity of the complaint. 


2. The supervisor or foreman is in a position 
to take immediate action if the correction 
or solution lies within the scope of his 
authority. 

5. The supervisor should be given the first 

opportunity to settle the grievance before 
lt is taken over his head. This zives the 
supervisorial job more prestige. 

ly. The supervisor should take care of the 

problems of his workers because it will 
create a better feeling between the super- 
visor and the workers if he settles the 
problem, rather than letting someone higher 
up in the organization effect the settlement. 

5. The worker should have the privilege of 

appealing the supervisor's decision should 
he not be satisfied with the settlament. 

To summarize, management has cecome aware of the 
importance of the position of the foreman, and the contri- 
bution thet he can make in the prompt settlement of grie v= 
ances. The foreman is in a position to settle most of the 
complaints, or, if he is aware of the symptoms of grievances, 
take corrective action which can remove the source of the 


irritation. 
Current Industrial Practices 


If, as has been stated, industry has realized the 
importance of the role thet the supervisor plays in griev- 


ance machinery, then what are some of the instructions that 
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have been given to foremen and supervisors concerning the 
handling of complaints and grievances? 

The examples listed below are based on instructions 
contained in manuals published by the various companies for 
use by their supervisors. 

The Socony-Vacuum 011 Company, Inc., of New York has 
published a supervisor's handbook containing the following 
instructions regarding the handling of complaints.” 


Discuss an settle employee problems as‏ .بأ 
they arise.‏ 
Most emplo:ee problems can be settled‏ 
fairly and quickly if the supervisor will‏ 
give them immediate and considerate atten-‏ 
tion. An approach which has been used‏ 
successfully by many supervisors le sug-‏ 
gested for this kind of situation.‏ 


a. Get The Facts, - Review the record-find 
out what policies, rules, 
and customs apply-telk 
with the individual con- 
cerned-be a good listener- 
get the whole story. 


b. teigh and Decide-Check practices and policies 
fit the facts together-con- 
sider their bearing on each 
other-consider what courses 
of action are possible - 
consider effect on individ- 
vals and group-don't jump 
at conclusions. 


c. Take Action - Do you need help in hand- 
ling?-Wateh the timing of 
your action-don't pass the 
buek-explein clearly the 
reasons for your action. 





2 Supervisor's handbook, Industrial Relations and 
Training, Eastern Marketing, Socony-Vacuum 011 Co., Ine., 
April 1949, pp. 9-10. 
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å. Check hesults - How soon will you follow 
up? how often will you 
need to check? watch for 
changes in attitudes and 
relationships - Lid your 
actien solve the problem? 


The Aluminum Company of America also publishes a book- 
let for use by their foremen and it contains the following 
Latornation. * The instructions list four areas involved in 
the handling of complaints. Only two of the areas will be 
presented, the others will be omitted because they repeat 
sections b, o, and d, of the above procedure. | 


Remember when handling grievances check 
these points. 


l. Keceive tne grievance well 
Give the mana good hearing 
Give him your full attention 
Don't interrupt 
Ask questions 
Ask your man to repeat his story 
Repeat tne essentials in your own words 
Assure him of prompt action 


2. Get the facts 
Check every angle 
Check company policies and practices 
Check labor agreement 
Examine employee's record 
Swift end Company had prepared a guide for use by 
their foremen which, although not as detailed as that pre- 
pared by the Aluminum Company of America, does give sound 
advice. The second, third, and fourth steps in the in- 


structions have been omittec again because they are similar 





8 Handling Grievances, Training Department, Personnel 
Division, Aluminum Company of America, p. 9. 
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to those guoted above, 
1. Get the facts 

a. Keview the record 

b. Encourage the employee to tell his story 

c. Listen, discuss, don't argue, get 

opinions and feelings. 

As will be seen later, when interviewing مد‎ and rules 
are discussed, the above instructions, although they do not 
mention interviewing specifically by name, do, however, use 
techniques establizhed for interviewing. 

The foregoine procedures were obtained from unionized 
companies. There are likewise standard procedures being 
followed in non-untonized industry. In the companies 
studied by the National industrial Conference Board, the 
cooperators suggested ten reneral rules for handling griev- 
ances. The rules were listed in Chapter III, and, there- 
fore, will not be repeated here. 

When the people concerned with this aspect of labor 
relations were interviewed at the Ranco, Timken, and North 
American plants in Columbus, “hio, it was learned that 
the procedures followed in handling grievances fitted 
very closely to the pattern already described. At the Ranco 
plant, Mr. L. E. Lenengood, the personnel director, indi- 


cated that, although the supervisors were not given formal 


training in interviewing techniques, he and his assistants 


T Employee Relations, Swift and Company, Pp. 2-20. 
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did give them informal instruction in interviewing tech- 
niques. ile was pleased with the results of the informal 
training, stating that in the past six years his company 

had had less than 150 written complaints. He also said 

that in the majority of the cases that the foreman and the 
aggrieved employee were able to settle the complaints at 

the first level of supervision. He attributed the success 
in settling grievances to the informal training given to 

the supervisors, and said that at a later date he would like 
to establish the training on a formal basis. 

The procedure followed at the Timken Factory, 8 
explained by ur. Fink, the factory personnel manager, was 
similar to that followed by Ranco. Here again the training 
was informal and the procedures described conform to a 
great degree with those set forth in most instructions for 
conducting interviews. Mr. Fink did not have statistics 
available that would indicate the success of the informal 
methods in solving grievances at the first level of super- 
vision. 

During a conversation with Mr. Dean Chatlin, who is 
in the industrial relations section at the North American 
Aviation Plant ín Columbus, it was learned that their fore- 
men were given formal training in the handling of griev- 
ances. During their eighty hour course, the supervisors 


are taught interviewing techniques and their application 
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to the grievance situation. The supervisora also discuss 
the handling of grievances in scheduled meetings which ere 
not part of the eighty hour trainings course. There ig also 
a plant publication in which actual grievances are written 
up. The foremen then discuss the write up of the case and 
the manner in which it was handled. 

The North American Company had two separate priev- 
ance systems in operation, one prescribed by the union 
agreement, and a second that was desirned to handle those 
grievances that were concerned with things not stipulated 
in the union contract. The company is well aware of the 
importance of grievances and the necessity of providing the 
workers with a channel of comeunications to top manarement. 

in addition to the companies elresdy mentioned, the 
following firms also train their supervisors in interview- 
ing techniques. Role playing methods, which involve inter- 
viewing techniques, are used at the Johnson and Johngon 
Company, the American Type Founders, inc., the Armstrong 
Cork Company, and the Harwood Manufacturing Company.” 
Margaret Barron states that role playing 1s used because 
"the interview is essentially an unrehearsed play in which 
the two persons همو وص‎ are both playwrights enë actors 


"Handling The Grievance Problem by Hole وښ‎ 9 
Business Week, April 9, 1919, pp. 96-105. 
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and the psychodrama is perticularly appropriate.” 


in the discussion thet follows, a brief account of 


the méthode end rules to be followed in interviewing will 


be presented. x 


Methods of Interviewing 


This study will consider the two general and troad 
approaches to interviewing - the directive approach and 
the nondirective approach. The two approaches are very 
bread in scope and it would not be advisable to consider 
their many facets. A brief deseription of eaen type of 
approach will be presented followed by the general rules 
whieh apply to all interviewing. 

Directive Type Interview. The title “directive 
type interview" is misleading. The significance of the 
title is more in the method used in the interview than in 
anything else. It is best to think of "directive" rs en 


10 that in the 


approach to interviewing. Pfiffner states 
Girective type of interview, the interviewer assumes values 
and goals, und tries to direct the subject toward them. 
Thies approach ia much older than the nondirective ap- 


proech, and is authoritarian in nature. The directive 


type of interview assumed that intellect, diagnosis, and 


: Margaret E. Parron, "Role Practice in interview 
Traíning," Socistry, June, 1947. p. 198. 


10 John &. Pfiffner, The Supervision of Personnel, 
Hew Yorki:Prentice-Hall Inc., 1951, p. 557. 
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understanding would lead the person being interviewed to 
attempt self correction. ffiffner, however, pointe out 
that the major weakness in this type of interview, the 
directive, is that it Goes not take into account the person- 
al emotions and the part thet they play in the situation. 
Juetus?* has further divided the directive interview 
into two categories - the planned interview and the pattern- 
ed interview. In the planned interview, the interviewer 
plote out a definite course of action. They can either 
formulate their plans in writing or make mental note of 
the cosls that they have set. The goals that the inter- 
viewers set can be such things as (1) the miasion of the 
interview, (2) how they will conduct the interview, (3) 
what information they want to gst out of the interview 
and (1), the time to be allotted for the interview. The 
informetion to be gathered from the complaintant is gained 
by asking well planned questions. The interview ie planned 
to be flexible, and can be permitted to deviate within 
certain limitations; however, when this does happen the 
deviation and its limits are known, and the interviewer 
must know how far he has permitted the person to wander 
off the charted course. Jucius further states that this 
type of interview is within the capacity of almost all 


executives and persomel. staff members. 


Michael J. Jucius, Fersonnel Management, Chicago: 
Richard D, Irwin, 1951, pp. 176-1795. 
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The patterned type of interview is similar to the 
planned type; however, it is planned with much more care 
and exactitude. The interviewer usually has a list of 
questions that he will present to the individual during 
the course of the interview. The questions do not have to 
come in order, but they will be covered during the course 
of the interview. The patterned interview requires more 
skill than does the planned, because answers given by the 
individual must be analyzed by the interviewer during the 
discussion, and, should circumstances indicate, further 
questioning into the area of significance should be follow- 
ed. To carry out this type of interviewing, the man must 
be competent, anc he must be able to draw the desired in- 
formation out of the person being interviewed. 

The kon-directive Approach. The non-directive 
interview is the type used by Roethlisrerger and his assoc- 
lates while they were concuctin; their experiments at 
the Hawthorne Plant of the Western Electric Company. Dur- 
ing the last few years, much publicity has been given this 
method of interviewing. The usual application in industry 
is to have trained counselors assigned to certain areas in 
the factory and for them to visit the workers periodically. 
The counselors are not members of management anā must 


necessarily keep what is told them in strict confidence. 
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The method used in this type of interview is to 
permit the interviewee to spout nis emotions uninterrupted- 
ly, after which he will usually come to a more analytical 
frame of mind and reveal the true cause of his complaint.+* 
As the discussion continues, the person will continue to 
talk and soon will be sugresting the therapy required for 
his own case. Of course, the interviewer has to be trained 
to interject information into the conversation without in- 
jecting his own opinions. 

rriffner further describes this as the "catharsis" 
type of interview, in which the man is permitted to say 
anything that comes into his mind. This fact that the 
individual can talk to a sympathetic listener has value 
in itself. 

Jucius states that this type of interview requires 
a much higher type of interviewer and requires much more 
»lanning.!? When tne interviewer is skilled at supplement- 
ing the conversation with gentle and unobstrusive bits of 
information, the interviewee will develop insight into nim- 
self and his problems and will provide diagnosis and treate 
ment for himself. 4 





12 pfiffner, op. cit., pp. 337-356. 
1 

2 Jucius, op. cit., p. 179. ۱ 
1l — 


Pfiffner, op. cit., p. 335. 
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based on the information gathered at the Hawthorne 
Plant, Roethlisberger devised the following rules to help 
the interviewer in his job. lie also saya that these rules 
apply to the first line supervisor as well as to the higher 
executive, in their relation to individuals during face 
to face contaet, 1? 

l. The supervisor should listen patiently 

to what his subordinate has to say with- 


out making any comment. 


2. The supervisor should refrain from hasty 
disapproval of his subordinates conduct. 


3. Do not argue with your subordinate. 


Do not pay exclusive attention to the‏ مېا 
manifest content of the conversation.‏ 


5. Listen not only to what the person wants 

to say but also to what he does not want 

to say or cannot say without assistance. 
Perhaps rules four and five should be further explained in — 
order to realize their true significance. Under rule four, 
there is a tendency to rationalize sentiments, and, if 
the participants are not careful, they will become more 
interested in the truth of the rationalizations than in 
the sentiments and feelings being exprecees.** Under rule 


five, Roéthlisberger found out that it was difficult for 


people to talk about things which were unpleasant to then, 


15 


FP. J. Roethlisberger, Management and Morale, 
Cambridge: Harvard University Press, 1911, pp. 4D-h5. 
1 


Ibid., PP ا2 پا‎ 3۰ 
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and hence many sentiments and feelings tended to remain in 
the background of s person's thinking and he never considers 
or is aware of them. He states that it is important to 
listen to what a person regards as obvious, at these assump- 
tions are of great importance in assessing s person's values 
and significances. 

The two broad arsas in the field of interviewing have 
been presented, The next discussion will concern those 
principles and rules that are applicable in the interview- 


ing situation. 


Rules For interviewing 


In understandinzr the rules and their application 
to interviewing, you must remember that the interview can 
perform three main functions. It ean be used to gain in- 
formation from people, to instruct them, or to influence 
or motivate then, 17 The third condition mentioned also 
contains theraputic value. The techniques of interviewing 
must be adapted to meet the need of the situation at hand. 
The rules which will be presented will be general rules 
and will be applicable in most sll interviewing situations, 
Moet of the rules are self explanatory and hence will need 


no further elucidation. 


Walter Van Dyke Bingham and Bruce Victor xoore, 
How To Interview, New York: Harper and brothers, 1911, p. 5. 
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The principles to be followed in the interviewing 
process will be divided into two areas. The first area to 
be considered will be that concerned with the planning for 
the interview. 

Bingham and — ® in their writings list some of 
the following ۵8 important procedures to be followed in 
the preparation for interviewing. First of all, the inter- 
view must have an objective. Sometimes in this first phase 
it is necessary to clarify your thinking, and this can te 
done by writing out an outline of the purpose to be served 
by the interview. Next, after the purpose of tne interview 
has been determined, an appointment should be made so that 
valuable time will not be wasted. ‘This should be followed 
by securing information about the person who is to be 
interviewed. The interview should be conducted in privacy, 
and in the planning phase you should make the necessary 
arrangements to secure suitable accommodations for the 
interview, 

The actual interview, 9r second phase, has these 
rules to be concerned with. The rules that will be given 
are those contained in Chspter 13 of Roethlisberger and 
Dickson's book. The chapter, entitled "The Interviewing 
Method" contains a more detailed discussion than will be 


presented here. In their *writinss, roethlisterger and 


G 
Gingham and sioore, op. cit., pp. 29-35. 
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Dickson set forth five general rules for the conduct of 
2-3 me 19 
interviews wnich are listed as follows: 

1. The interviewer should listen to the speaker in 
a patient, but intelligently critical manner. Tnis means 
that the interviewer listens to what the other person has 
to say with complete attention and interest. The ínter- 
viewer is immensely interested in every word that the inter- 
viewee has to say, and in no circumstance should he cut him 
short. Heing "intelligently critical” means that the inter- 
viewer should try to understand everything that ies being 
said. 

2. The interviewer should not display any kind of 
authority. The interviewer should do all in his power to 
put the worker at ease. The worker or individual may be 
resentful of authority, snd the interviewer shouid guard 
against displaying authority in any of its several forms. 
Roethlisberger and Dickson "P — against some of the 
more subtle forms of showing authority such ss contradict- 
ing the worker, treating his ideas lightly, and the like. 

5. The interviewer should not give advice or moral 
admonition. The interviewer should refrain from making 
decisions and giving advice to the other party in the inter- 


view. The interviewer should not pass judgment on the 


19 
F. J. Roethlisberger and William J. Dickson, 
Management and The orker, Cambridge:Hervar University 


Fress, 1943, pp., 206-291. 
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other person, and he should not appear to be shocked or 
critical, because these attitudes will prevent the inter- 
viewee from talking freely. 

The interviewer should not argue with the speaker.‏ .با 
Arguments tend to make him defend his actions rather than‏ 
examine his attitudes and behavior. Any argument will‏ 
interfere with the interview, because it will direct the‏ 
actions and thinking of the individual and imply that he is‏ 
wrong.‏ 

5. Ihe interviewer should ask questions only under 
certain conditions. The objective of the interview is to 
get the person to talk, and questions can be used for t his 
purpose. Any statement like “tell me more about it" will 
make the worker talk more about himself. Again, questions 
may have to be used to veer the conversation to areas or 
topics that need more thorough coverage. Questions may 
have to be asked to put the interviewee at ease at the be- 
ginning of the conversation. Sometimes it is necessary to 
start a social conversation by talking about the worker's 
family, or his job or some similar topic. 

In addition to those principles just listed, it is 
necessary to be able to draw the interview to a close, and 


to be able to state to the individual ea summary of what has 
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been said. O During the interview, it is a good idea to 
summarize briefly from time to time the main points of the 
conversation so that you can be sure that you have a com- 
plete understanding of what the worker is trying to tell 
you. This can easily be done by the use of such statements 
as "am I correct in saying (then give your brief s.mmary)." 
If your summery is incorrect, then the worker has an oppor- 
tunity to change the statement so that it will agree with 
his thoughts. 

The above rules pertain to almost every interviewing 
situation.  Pfiffner has listed some additional principles 
to be followed. These rules are particularly applicable 
for interviewing in grievance cases. The rules not only 
cover interviewing methods, but also contain good advice 


for the interviewer to follow in arriving at his decision.” 


1. The supervisor should hear the complaint through, 
and should refrain from assuming a defensive attitude. Per- 
haps the grievance hss arisen because of the actions of the 
supervisor and the employee is attempting to atate his case. 
The foreman must remain quiet and listen until the worker 
has talked out his complaint. Grievances have a way of 
settling themselves if the supervisor will listen without 


showing signs of impatience or resentment, and if he can 
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_ Jucius, op. cit., p.e 102. 
21 Pflffner, op. cit., pp. 571-375. 
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refrain from making judgments and oral reprimands. The 
fact that the worker can talk freely to someone who has the 
power of juccment over him sometimes causes the worker to 


think through and see his predicament in a more objective 
light. 


7 c-——M (o SS aaa. EN Gee هد مت اب‎ OTD 


trate on the factual aspects of the grievance rather than 


those which are personel and subjective in nature. 

3. The supervisor should refrain from taxing hesty 
action. He should put himself in the position of the exzriev- 
ed employee, and should weigh all the facts from all possible 
angles. If there is any element of passion or anger involved 
in the interview, the supervisor should wait until things 
have cooled off before attempting to reach a decision. 

The success of the interviewing technigue contributes 
greatly to the overall success of the organization. Mayo 


listed tne following as some of the benefits derived from 


the use of the interviewing method at the Hawthorne Plant.** 


l. The early discovery that the interview 
aids the individual to get rid of useless 
emotional complicatio:a and to state his 
problem clearly. He is able to rive hime 
self good advice - a procedure far more 
acceptable than advice accepted from another. 


2. The interview has demonstrated its capacity 
to aid the individual to associate more 
easily, more satisfactorily - with other 


22 
Elton dayo, Social ¿roblems of an Industrial 
Civilization, Andover: Andover Press, 191,5, pp. Gh-06. 
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50 
persons - [fellow workers or supervisor - 
with whom he is in daily contact. 
3. The interview not only helps the individual 
to collaborate botter with his own group of 
workers, it also develops nis desire and 
capacity to work with management. 
.با‎ Beyond all this, interviewing poseesses 
immense importance for the traiwuing of 
administrators in the difficult future 
that faces this continent and the world. 
5. There remains the claim made above that 
the interview has proved to be a greet 
source of information of objective value 
to management. 
Mayo continues by saying that "...the interview is the only 
method extant that can contribute reasonably accurate in- 
formation, or any reasonably accurate information, use to و‎ 
the cooperation between worvers - teamwork - that obtains 7 
in a given department, anê beyond this, the extent to 
which this cooperation includes management policy or is 
wary of it." 

Little can be added to Mayo's statement to further 
express the importance of the interview in the vor: situa- 
tion. The use of interviewing has proved to be of tremend- 
ous help in the field of human relations. ‘The procedures 
outlined in tne SUPERVISORS HAM:FOOK for headling grlev- 
ances problema conform to the principles set forth here 
and carry 9ut the principles involved in the interviewing 


process. The use of these techniques has been of great 


importence to management in settling corplaints at the 











"A 


La: سب‎ per 


- > - 2. ya 


— 


4 ووو ممه جوم ومن كد d.‏ 
O‏ — — دش 

7 نم ااه PEND‏ . 
Anato Sonia‏ قسه2ءمه هموک ویو وومدومه ٢م‏ هډوس ود cd‏ 0( 
۹خ دع (Ue WO‏ ےودمود فف موونعوډوه مهوم دوو Od ee‏ 
out‏ 2381056 04 موه دی ڈو ادفجو- - حدمحعکوار N a: Kde HAM‏ 
«81d? 05016 Sane ¿id weri © mi‏ 242 260380 )9 

> o9h wn olim مه ووه دل ام امصعدو سعدوممون‎ elas mis 
-— whee 0 A Le. ~ 6.00 هب جه‎ 
>0 ۱۱7.۰۰ ۹7۸ج‎ A — 
ee A tO rda erd, Jo موہ دہ مسمس‎ 
ken YA رھ‎ ud berey SA ممونلنسیمو‎ Ge ena na) ¿ota 
انی وهم‎ +1 adi at dantis 
آت ِ7 :ہ)‎ 0 
EIL Lo pand Tad savo loda»? grant Yo mi و‎ erenn 

alalama aaa ni ⸗‏ دو و 


سو 


w A 
ou 








: 

















Gl 


first level of supervision. 

The interviewing technique has been provided lor 
the supervisor because he is the logical man to handle the 
complaints of his workers. Gerdiner lists some of the fol- 


lowing as reasons why the supervisor is the iogical man to 
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settle the grievances. 


1. fecause he is the closest to the situation 
and is best informed and acquainted with the 
conditions involved. 


e. The company is dependent an the foremans 
relations with his men for the kind of 
workmanship and service they render. <Any- 
thing thet causes the foreman to lose 
prestige or respect with his wen destroys 
his ability to get results from them. If 
grievances are taken ovex his head and 
settled without his consideration, his 

men will lose respect for him. He will 
lose control. 


As can be seen, the interview is a very important tool used 
by supervisors to settle problems at their level. It can 
be very beneficial to management and the work force if 


properly used. 


Glenn Gardiner, better Poremanship, New York: 
MeOraew-:!i11l Book Company, 1941, p. 50. 
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CHAPTER V 
SUMMARY AND PROPOSAL 


Introductíon 


The purpose of this paper has been to study the 
current procedures followed by industry in settling worker 
complaints and grievances. The study was limited to the 
first step in the grievance machinery and the part that 
the foreman or supervisor played in the settlement of 
grievances. It was learned that the supervisor was teught 
either formally or informally to use interviewing tech- 
niques to help him in gaining the solution to worker COI = 
plaints. General rules and principles were discussed in 
connection with interviewing, and the part that these 
played in the interview. 

The position of the foreman and the division officer 
was compared, and it was learned that the role they play 
in grievance procedures is very similar. They both are 
the first management representatives to hear the complaints 
of the work force. Because of this similarity, the role 
of the foreman in handling grievances was studied very 
closely in hopes that some of the procedures that he uses 


are applicable in the Navy situation. 
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The Proposal 


The indications of grievances in the naval situation 
and in the industrial situation are very símilar. The 
usual symptoms of grievances in the industrial situation 
are (1) low productivity, (2) poor attendance, (3) poor 
care of equipment, (i) poor attitudes toward supervision, 
(5) high turnover in the work force, and (6) low morale 
in the work force. ‘The same symptoms are present in the 
naval situation only the terms are called by different names. 
The high turnover is indicated in the naval situation by 
failure of the enlisted men to re-enlist on the expiration 
of their cruise. 

The study of grievances, then, involves two areas. 
The first area is the preventative area and is used by the 
supervisor to spot troubles and take corrective action be- 
fore the grievance arrives at the complaint stage. in the 
preventative stage, the supervisor is able to talk with the 
workers and determine what is on their mind and what are 
some of the sources of their irritations. The supervisor 
is able to take corrective action, by getting rid of the 
source of irritation. This action will improve morale and 
work output of the crew. The second grievance area is that 
area where the worker presents his grievance to the foreman 


either orally or in writing. 
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If management is to take corrective action in order 
to clesr up sources of conflict in the work conditions, 
then the use of the complaint that is presented by the work- 
er will depend on the three conditions mentioned by Roethlia- 
berger. Those conditions are: (1) the extent to which the 
complaint is accurately stated, (2) the extent to which the 
complaint has an objective reference and can be verified, 
(4) the extent to whieh the conditions complained about are 
stated terms which are generally accepted. In order to 
fulfill these three conditions, the interview wae used to 
get at the facts concerning the complaint. Until these 
facts are determined, it is useless to attempt to take 
corrective action. When the true cause of the grievance 
is not determined and not corrected, the workers wiil cow- 
Plain, and in some instances their complaints will concern 
different things than first stated. 

By use of the interviewing technique in unionized 
and non-unionized industry, 75% to 90% of the grievances 
were settled by the foremen at the first level of super- 
vision. Surely, then, if this can be accomplished in the 
industrial situation, it can be accomplished in the naval 
situation. 

tne proposal ie this - the division officer should 
be taught interviewing techniques so that he will be 


better able to understand the problems of his sailors, and 
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to take corrective action quickly in order to prevent priev- 
ances from building up. The longer the grievance continues 
without being settled, the harder it will be to solve in 

the long run. Roethlisberger states that interviewing tech- 
niques as deseribed in this paper can be used by both the 
foreman and the executive. 

The reader must remember this - there are limits to 
the capabilities of the individual in the use of interview- 
ing techniques. Studies will have to be made to determine 
the extent to which the division cfficer is capable of 
using the interviewing technique. There sre several things 
that must be considered. nce the civision officer learns 
that the source of the complaint ia not in the work con- 
ditions, but in some area which is not within his or his 
commending officers area of responsibility, (such as family 
matters) then the man will have to be referred to the 
Chaplain ہے‎ treined clinricrl psychologist. 
| The need of the interview is definitely indicated. 
The method of training will have to be worked out by those 
who are competent in the field. His suggestion theat role 
playing which 1s being used successfully by the Feaeral 
Security Administration at the present time be considered. 
There are other methods which would probably accomplish 


the desired goals with an equal degree of success. 


a. 







C PAIS میټ‎ 
می سر‎ A INA OTE. Boome 





AL وه ولسو جی ہدوہ‎ quim quond 
5 p 
| کټ تمہ ښیو‎ Ker sb صفہلجو تو مت سم مہ‎ x» ومو‎ 
1 c eamm رہ‎ sv AAA Ad bue AAA. 
“DDFs ga a E CARD um) سح ہے‎ 
tıra 22 <a :دته سی ہي ےہ‎ spisae «nl 
10 awr we. ef paie ALES دعس تت‎ i Anane ady 
A سب‎ satay 
e^! هه ستوادڅوم وللاکوۍ‎ sun) هام شهمهد.‎ ı0 Gam Jadi 
ane Wem WA له‎ don si babaa تس‎ i» prome sid dew 
A wenn IÀ Aui بال‎ 
TR Mra 
وده‎ O3 Vecresla^ so co€ mul Lido ua نت ونم تسم اه‎ 
1 aaa kashata Kalra s مسل ےه‎ 
ovis şivane «i mir seal a AoE 
— به ےہ ھت جود كي‎ reac KL SSAA 3e SoA کش بې‎ 
ales Cur colévepqee +) AA WE aiana ma »ما‎ 
E AT TAS 
ATENTEN 
watios Lisani موناد‎ vader Molins rinda prs van 
«Aron Te g rE KA Lew. ge Athy aint Klr AE سه‎ 














86 


if tne division officer is to accomplish one of his 
major tasks, which is toc counsel and give sound advice to 
his men, then it is extremely necessary that he be taught 


the fundamentals of the interviewing technique. 


- — — ےد پش ےت‎ ۱ 
di 1 Ka hs سا‎ P - 1 a 
١ 


| LL E — — 
| p 


a m 8 0 L ^ d و‎ K 
— - 


~ —- Lal Bo ry hae 
m - c- — o d us 


هه —— 
— سید مس وا هو رصم L A‏ 


= 





87 


BIBLIOGRAPHY 
hooks 


Bingham, Walter Van Dyke and Pruce Victor oore, How To 
Interview, Hew York: Harper anû mothers, IO. 


Howler, Earl X. end Frances Trigg Dawson, Counsell 
Employees, iew Éopk: Prentice-iall inc., ToL. 


» Kew York :cGraw- 





Cantor, Nathaniel, Employee Counseli 
Hill Book Company Inc., 1 


Collective Pargaining Provisions, U.S. Department of Labor, 
Division of Labor Statistics, Bulletin No. 908-16, 
1950. 





Cushman, Frank and Rotert E. Cushman, Improving Supervision, 
New York: John Wiley and Sons, inc., Ta 


Gardiner, Glenn, Better Foremanship, New York: MeGrawe-liill 
Book Company Ine., 1941. 


» How To Handle Grievances, New York:£l1l10tt 
Service Company, با‎ 


Gardner, burleigh b. and David C. Moore, Human Relations 
in Industry, Chicago: Richarc D. Irwin Inc., 1950. 


Chieelli, Edwin E. and Clarence Y. ¡rown, Personnel and 
industrial Psycholocy, New Xork:MoGraw-Hhill Fook 
Company inc., 1943. 





Greenman, Russell L. and Elizabeth E. Greenman, Getting 
Along With Lsbor Unions, kew York: Harper and 
crothers, 1547. 


Jucius, Wieheel J. Personnel Management, Chicego: 3 
D. Irwin Inc., 1951. 


Lapp, Jom A., How to Handle Labor Grievances, Veep Hiver; 
National Foreman's Institute, 1915. 


Lester, Richard A., Labor and Industrial Relations, ‘ew 
York: The Mackillan Company, 1951. 


Maynard, Harold E., effective Poremanenip, New York: 
McGraw-Hill Book Company inc., 1941. 


| w 
NOP Ree um do هق‎ UNA + WAA 


| 


ES ILL AL... O oe 
Ses iA SS 
ml Tian 
SE A 
muiad ana T سم د‎ o ¿a 
milal T T ann 
rsen ver TY ملت‎ 
0 مسا‎ s 
—— — 
ده — ما ٭ وم: 1 سید‎ ¿26 baw 


masi .> 
QAÀ ۶٣س‎ 7۹ 
of 

























oor d fgn IZ oreo! 
کا مر د‎ 
TM a موی‎ tr A no 
; 0 و د‎ 7 








38 


Mayo, Elton, Social Problems of an incustrial Civilization, 
Andover: Andover Press, 1915. 





Oldfield, R.C., The Psycholo of the interview, London: 
Methuen and Co., Ltd., 10917. 


Pass The Ford, Bureau of Naval Personnel, Department of 
Navy, washington, D.C. 


Pfiffner, John H., The Supervision of Personnel, Kew York: 
Prentice-iall Inc., 1951. 


Pigors, Paul and Charles A. Myers, Personnel Adzinistration, 
ew York :MeGraw-iiill book Company ino., 19b7. 


Roethlisberger, F.J., Management and Morale, Cambridge: 
Harvard University N42. 1911. 


Roethlisberger, F.J. snd William J. Dickson, Manacement 
and the Worker, Cambridce;sHarvard University ‘ress, 


19015. 


Seott, Walter D111, Hoberprt C. Clothier, and Tilliam R. 


Sproegel, Personnel Z^snagement, Kew York: Mictraw- 
H111 Book Company inc., Taro. 


celekman, Benjamin F., Lebor and Human Relations, New York: 
WeGraw-iill Book Company Inc., 1947. 


United States Navy Regulations 1948, Washington: U.S. 
Government Printings Office, 1948. 


Periodicals 


Act of June 23, 1947, Public Law 101, 3085 Congress, lst 
Session. 


Allen, L. A. "How To Tali To A Man When You Have To Call 
in Down." Management Review, March 1950, pp. میا13‎ 
137, 


barron, dergaret E. "Role Practice in Interview Treining" 
Soclatry, June, 1917, pp. 1992-208. 


Pavelas, Alex, “Role-Playing and Management Training" 
Sociatry, June, 1947, pp. 185-191. 


Sum&gin, Vel. “Train Your Foreman in Human Relations". 
American Wachinest, May 5, 1919, pp. 85-87. 














—— ess 893 L 
©- d. 
EF ra ېڼور‎ 


a own? ont 
3 - "i 3 ۱ 
JU vasi gn dp. SOL ۹(۰ سب‎ ya Ez, dai 










8 
r oO oral tm ter Iw 
—* — کر“ الست‎ — 
* —— — 
کو کا د‎ aoga 
“hal oc? — on — a ques 


. " له ؛ أذ‎ " pem ak X eer alar” 1. af 
TO ۹ 7۰ Liges وهن‎ 
















X 





59 


Grievances nnd the Xew Supervisor", Personnel Journal, 
Lecemter 1949, pp. 242-2553. 


‘Handling The Grievance Problem ty Role-Playing", Dusiness 
Week, April 9, 19)9, pp. 96-103. 


jersey, K. "Foreman As A Practical Psychologist,” S111 and 
Factory, June, 1950, pp. 121-12. 


Hoslet, S. "What ie A Grievance?" Personnel Journal, March 


1915, pp. 556-558. 


National Industrial Conference roerd, Inc., Report No. 
109, Hew York, 1950. 


Korth, Kathleen, "Counseling tor Men by Men." Factory Nan- 
agement, February 191.5, pp. 119-120. 


Smith, F.C. "Real Reason For Grievances." Personnel 
Journal, January 19148, pp. 252-255. 


, "Shop Grievences =- The Human Approach" Personnel 
Journal, September 19/7, pp. 95-102. 


Williams, D. C. “ays To Uandle and Prevent Grievances," 
Factory Mansgement, December 19147, .م‎ 51. 


Labor Contrecte 


Agreement between The Armco Steel Corporation, Ashland, 
Onto, and the United Steel Workers of America, 1948. 


Agreement between the Martin-Parry Corporation, Toledo, 
Onio, aná the United Automobile, Aircraft, and 
Agricultural Implement Workers of America, June 
1, 1948. 


Agreement between the Timken foller bearing Company, Colum- 
bus, Ohio, and the inited Stoel Workers of America, 


Agreement cetween the .م‎ H. Lawson Company enc the Inter- 
national Association of Machinists, Polishers, and 
buffers, 1950-1951. 





yr wily eae 
velie" , 





b 


277 


TS INCORPORI 
RG.N Y USA gib is 


A << 
"m, 


17166 


Richards 

A proposal for 
of interviewing L 
handling of 8 


DETS 6! 
AP 27 62 
FE 2065 
AP IC 63 
SE Jiu د‎ 


the use 
م‎ 


rievances ,, 


Thesis 
R38 Ri 3 
Richards 9 
: 17166 
A proposal for the use of 
3 — x 3 e l " : ۱ 
EI in the hanlline of 
- 7 T l 5 ] ] ۴ 
2 EP —— by division officers 
| he United States Navy. 





TE‏ هه سا 











